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ABSTRACT  
The modern workplace continues to transform at a radical and accelerated pace and 
successful and competitive organisations are able to turn their strategies into action 
faster, manage their processes more efficiently and maximise their employees’ 
contribution and commitment (Brewster, Carey, Grobler, Hollard and Wärnick, 
2010:5).  In addition, Vestal (2009:6) adds that one of the biggest challenges that 
managers face at the moment, is to find ways to engage employees in the 
organisation and build a sense of belonging that, hopefully, will support retention and 
long term commitment. 
This research study aimed to explore and describe the nature and extent of 
employee engagement among nursing employees working in private healthcare.  
This exploration also encompassed five facilitators which are considered to be 
crucial in the promotion of an engaged workforce.  The identified facilitators include:  
leadership behaviour, working environment, communication, training and 
development and rewards and recognition.  This was attained by using a 
quantitative, exploratory, descriptive and contextual research approach. 
A structured questionnaire was used to collect data from nursing employees working 
in one of the private hospitals in the Nelson Mandela Metropole.  From the data, the 
overall degree of employee engagement was established as well as the significance 
of the five identified facilitators in employee engagement.  Based on the analysed 
data, guidelines for the advancement of employee engagement are proposed that 
can assist management in the development of employee engagement practices and 
strategy formulation. 
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CHAPTER ONE 
 
CHAPTER ONE 
INTRODUCTION, PROBLEM STATEMENT AND OUTLINE OF STUDY 
1.1 INTRODUCTION 
The modern workplace continues to transform at a radical and accelerated pace 
mainly driven by the increased utilisation of information and communication 
technology, the rapid expansion of jobs in the services sector, outsourcing and a 
more flexible usage of labour.  Subsequently, new dealshave arisen at work whereby 
employees are expected to work longer hours, take on greater responsibility, be 
more flexible and to be tolerantof continual change and ambiguity.  It is argued that 
the resultant cost to the individual can be counted in terms of increased stress, poor 
health and work-life conflict.  The traditional deal, representing the workplace of 
twenty years ago, was characterised by employees offering loyalty, trust and 
commitment in exchange for job security, training and development, promotion and 
support from their employers.  Whereas in the past, individuals expected employers 
to provide the opportunity for skills development which would lead to job 
advancement within their existing organisations, they are now offered the chance to 
increase their employability and to become more entrepreneurial and pursue their 
own self-managed or boundary-less careers.  It is suggested that as a result of these 
changes in the workplace, individuals are becoming increasingly frustrated and 
disenchanted with work and instead are looking for the opportunity for greater self-
expression and fulfilment (Cartwright and Holmes, 2006:199-200).   
Employee engagement, accepted in application and practice as the keystone to 
business success, has become an important ingredient for conceptualising and 
measuring the impact of human capital in organisations.  Employee engagementalso 
contributes to the integration of many different aspects of employee relations such as 
employee satisfaction, commitment, motivation and involvement (McBain, 2007:16).  
The pressure on businesses to maximise the inputs of their employees have also 
contributed to the interest in employee engagement.  Rothmann and Rothmann 
(2010:27) explain that business needs are driven by intense, often global, 
competition, which is increasing the need for employees to be emotionally and 
cognitively committed to their company, their customers and their work.  
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McBain(2007:16) argues that employee engagement provides a way of recognising 
the influence of emotions alongside rationality in working life and it supports a 
growing recognition of the linkage between people and performance as well as the 
need to understand and manage talent.In addition, McBain adds that employee 
engagement makes a difference at the individual, team and organisational 
level.Catteeuw, Flynn and Vonderhorst (2007:151) affirm that keeping a workforce 
engaged, positive and productive can be challenging to any well-managed 
organisation, even during prosperous times and when the competitive business 
climate unsettles an organisation, engaging employees and boosting productivity 
becomes more difficult. 
Employee engagement predicts positive organisational outcomes, including 
productivity, job satisfaction, motivation and commitment, low turnover intention, 
customer satisfaction as well as return on assets, profits and shareholder value 
(Rothmann and Rothmann, 2010:27).Engagement affects the mindset of 
employeesand these employees demonstrate higher levels of affective commitment 
and ultimately generate significantly higher levels of revenue (Shuck and Reio, 
2011:421).  Furthermore, it fuels discretionary efforts in that engaged employees are 
willing to make use of their full selves in their work roles in a positive way, have 
better wellbeing and remain in their jobs longer (Xu and Thomas, 2011:401). 
A growing body of evidence supports the relationship between engagement of the 
employee at work and organisational outcomes including those which are 
performance based.  More recently, there has been a shift in focus in line with the 
alternative movement of positive psychology which gives more attention to human 
strengths and optimal functioning rather than to their deficits.  Thus, rather than 
focusing on the negative emotions of employees, the idea is to find ways to increase 
the positive consequences for people as a result of investing extensive time and 
energy into their work.  It is suggested that this can be achieved through employee 
engagement, described as an individual’s cognitive, emotional and behavioural state 
directed towards desired organisational outcomes (Freeney and Tiernan, 2009:1557-
1558). 
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The South African private healthcare industry makes a substantial contribution to the 
economy, both directly and indirectly.  A study on the members of the Hospital 
Association of South Africa (HASA), demonstrated that with a workforce of greater 
than 64 000 full-time equivalent employees, sales revenue of greater than R 36.5 
billion and tax contributions of over R5.9 billion in 2010, private hospitals make a 
generous direct contribution to the South African economy.  The demand for private 
healthcare remains strong and private hospitals are continuously developing 
improved working models to address the critical skills shortage of healthcare 
professionals, in particular, nursing personnel (Thornton, 2011:48).  Freeney and 
Tiernan (2009:1557) state that nursing as a career is considered to be inherently 
stressful as nurses are confronted with suffering, death and grief on a daily basis, 
while at the same time performing tasks that could only be described as routine.  
Although practitioners in both the academic and clinical arena concur that 
engagement is an important work-related factor, definitions and measurements of 
engagement at work and more specifically, nurse engagement, are poorly 
understood.  Clear theoretical and practical understandings of nurse engagement is 
needed in order to prioritise and implement interventions targeted toward bettering 
nurse performance, patient outcomes and other core healthcare organisational 
outcomes (Simpson, 2009:1013).   
1.2 PROBLEM STATEMENT 
Successful and competitive organisations are able to turn their strategies into action 
faster, manage their processes more efficiently and maximise their employees’ 
contribution and commitment (Brewster, Carey, Grobler, Hollard and Wärnick, 
2010:5).Markos and Sridevi (2010:89) found that managers indisputably agree that 
this century demands more efficiency and productivity than any other time in history.  
Furthermore, while businesses are determined to increase performancemanagers 
are struggling with several challenges to succeed in putting their companies ahead 
of competitors. 
Brewster, et al. (2010:5) further explain that while these changes are occurring from 
the employer’s side, new values, trends and workplace demographics have resulted 
in revised expectations from employees themselves.  The highly educated new 
generation of workers want more opportunities for development, autonomy, flexibility 
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and meaningful experiences.  These workers value independence, imagination, 
tolerance and responsibility.Vestal (2009:6) adds that one of the biggest challenges 
that managers face at the momentis to find ways to engage staff in the organisation 
and build a sense of belonging that hopefully will support retention and long-term 
commitment.Additionally, more flexible, de-layered and slimmer organisations 
areconstantly changing to suit the volatile and shifting markets and can no longer 
uphold secure career progression (Brewster, et al., 2010:5).   
Most healthcare organisations measure employee satisfaction or engagement 
annually to determine the general issues of the workforce and to provide information 
about areas of improvement.  These surveys usually address commitment, 
engagement and leadershipas well as a range of other factors such as job 
satisfaction and advocacy.  For most organisations, the measures used are well 
known, consistent and validated and are often those developed by major 
consultancy firms (McBain, 2007:18). 
The researcher is employed by a leading international private healthcare 
organisation operating in South African and the United Kingdom.  During 2011, the 
South African operations conducted a more targeted and detailed employee 
engagement survey with the intentions to gain deeper insights into the opinions, 
feelings and beliefs of their employees about the organisation.  The aims of 
conducting the survey were to assist the organisation in improving interactions with 
its employees, improving the working environment and employee 
communication.The survey was administered through an external consultancy firm 
and the focus was on measuring the level of employee engagement of all full-
timeemployees, both nursing and non-nursing employees.  In spite of a survey 
response rate of 79.1per cent, which indicates a healthy level of participation from 
employees, employee engagement levels were less impressive.  More concerning is 
that employee turnover increased from 14.7 per cent in 2010 to 17.3 per cent in 2011 
(Thornton, 2011:74).   
The researcher observed that despite discussions on improving employee 
engagement during 2012, no interventions were implemented following the survey.  
Therefore, the intent of this research study is to develop an understanding of the 
importance that nursing employees place on various aspects of their employment 
4 
 
Overview of Study                                                                                     Chapter One 
 
and to assess the extent to which the organisation is fulfilling those expectations.  
According to Poisat (2006:4), the question that needs to be asked is how can 
organisations ensure that employees are fully committed and want to contribute to 
the success of the organisation?  The above discussion presents the basis for the 
exploration of the main problem of the study, namely: 
“What is the current state of employee engagement among nursing employees 
working inprivate healthcareand what are the implications for management?” 
1.2.1 SUB-PROBLEMS 
In line with the main problem statement, the following sub-problems have been 
developed: 
i. What are the most important facilitators of employee engagement? 
ii. What does literature reveal about the impact of an engaged workforce on 
business success? 
iii. What models are currently available to organisations to promote employee 
engagement? 
iv. How can the results obtained from the resolution of sub-problems one, two and 
three be integrated to develop guidelines that management can implement to 
facilitate higher levels of employee engagement?    
 
1.3 RESEARCH OBJECTIVES 
The aim of this study is to formulateguidelines that management can implement to 
promote employee engagement among nursing employees working in private 
healthcare.  More specifically the objectives of the study are as follows: 
1.3.1 Primary Objective 
The primary objective of this study is to explore and describethe nature and extentof 
employee engagement among nursing employees working in private healthcare.   
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1.3.2 Secondary Objectives 
To attain the primary objective, the following secondary objectives have 
beeninvestigated: 
i. To explore and describe the nature of employee engagement, 
ii. To establish the degree of employee engagement; 
iii. To examine the facilitators of employee engagement and 
iv. To develop guidelines, based on the data analysed, that management 
canimplementto enhance employee engagement. 
 
1.4 DEMARCATION OF STUDY 
Demarcating the research investigationenables the researcher to focus on a 
manageable research structure.  The exclusion of certain research topics does not 
imply that there is no need to research them. 
1.4.1 Type of organisation 
The study was conducted in an investment holding company which operates through 
its subsidiaries the largest private hospital network in South Africa and the United 
Kingdom.  The company creates value for its stakeholders through its core purpose 
of caring for the health of society.  The company’s ordinary shares have been listed 
on the Johannesburg Securities Exchanges (JSE), South Africa, since 1996. 
1.4.2 Size of organisation 
The South African (SA) hospital division owns and manages 55 private hospitals 
across South Africa, including private healthcare facilities which are part of Public 
Private Partnerships.  The SA division comprises a mix of full-service tertiary, high-
tech hospitals and same-day surgical units with a number of centres of excellence.  
The hospital division has 9 052 registered beds that represents approximately 27 per 
cent of the private healthcare market and employs a total of 20 666 full-time 
employees.   
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1.4.3 Geographical demarcation 
The empirical component of this study is limited to one of the largest private 
hospitals owned and managed by the South African divisionwithin the Nelson 
Mandela Metropole located in the Eastern Cape Province, South Africa. 
1.4.4 Basis of evaluation 
The aim of this research study is to formulate guidelines that will promote employee 
engagement by incorporating the facilitators of engagement described in literature 
with best practice and perceptions of participants surveyed in this study. 
1.5 CONCEPT CLARIFICATION 
The following concepts that appear in the title, main problem and sub-problems were 
briefly explained to prevent different interpretations. 
1.5.1 Employee Engagement 
Employee engagement is defined as an individual employee’s cognitive, emotional 
and behavioural state directed towards desired organisational outcomes (Shuck and 
Wollard, 2010:103).  In this study, employee engagement refers to the cognitive, 
emotional and behavioural aspects of nursing employeesperceptions of employee 
engagement. 
1.5.2 Exploration  
An exploration indicates an exploring process or undertaking to examine carefully 
every possibility or unknown territory (O’Neill, 2003:450).  In this study, the extent 
and nature of employee engagement among nursing employeesworking in private 
healthcare will be explored.  
1.5.3 Facilitator 
A facilitator represents the motive or a means to ease a process (O’Neill, 2003:458).  
In this study, a facilitator refers to a factor that contributes to the enhancement of 
employee engagement. 
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1.5.4 Nursing 
The branch of medicine which provides care for the sick and injured, the very young 
and the very old and assumes responsibility for the physical, social and emotional 
needs of patients with the aim of restoring, maintaining or promoting health (O’Neill, 
2003:844).  In this study, nursing refers to employees who practice the profession of 
nursing. 
1.5.5 Private Healthcare 
Private health care offers alternatives to government funded public health care 
systems. In private health care systems, most hospitals are operating like private 
businesses. Private health care by definition operates outside the bounds of 
government control and receives funding only from patients and their insurance 
policies (EHow, 2012 [online]).  In this study, private healthcare refers to hospitals 
that are operating for profit and charges a fee for services rendered. 
1.6 SIGNIFICANCE OF STUDY 
In the aftermath of the global economic crises, society’s trust in business has 
receded to an all-time low and the strain on business to validate its value to society 
has never been greater.  For organisations to attain their goals in a highly 
competitive environment,they must relentlessly redesign and reengineer the way in 
which they organise and administer their work.  Although this is not an easy task, 
anextensive body of evidence points towards how organisations can achieve a 
competitive advantage by implementing a management style that involves 
employees in the business of their organisation.  Employee involvement and 
especially the management practices that are part of it have been shown to have 
significant positive effects on organisational effectiveness.  Thus, there is a growing 
recognition that a primary source of competitive advantage derives from a 
company’s human resources, also that this source of advantage may be more 
inimitable and enduring than any particular product is (Brewster, et al., 2010:31). 
Masson, Royal, Agnew and Fine (2008:56) state that by tying employers and 
employees together in ongoing employment relationships, organisations are 
presumed to align the interests of individuals with those of the firm such that 
employees can be counted on to act more frequently in ways that are consistent with 
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corporate objectives.  In the context of growing competitive pressures and more 
rapid change, organisations require cooperation from their employees rather than 
mere compliance.  These authors further explain that this involves going above and 
beyond the typical in-role performances and in a sense, employee engagement 
holds out to organisational leaders the prospect of increased productivity.  In an 
environment of increasing global competition where organisations are running leaner 
and are forced to do more with less, tapping into the discretionary effort offered by 
engaged employees becomes more crucial for success in the marketplace.   
The potential of a fully engaged workforce on organisational effectiveness and 
overall organisational well-being justifies an exploration of the concept to clarify 
which factors enhance individual and organisational inclination to employee 
engagement.  Against the backdrop of the preceding discussion, this research study 
is focused on investigating the main facilitators of employee engagement among 
nursing personnel working in a private hospital that will facilitatehigher levels of 
employee engagement and ultimately, contribute to improved business and patient 
outcomes. 
1.7 RESEARCH DESIGN AND METHOD 
This section describes the broad methodological outline of the study that was 
employed for data collection and analysis in order to address the main and sub-
problems of the study.Amore comprehensive discussion on the research design and 
method is presented in chapter three. 
1.7.1 Research Design 
Research design refers to the plan, structure and strategy of investigation conceived 
to obtain answers to research questions and to control variance (Singh, 2007:63).  
This study, that examines employee engagement among nursing employees working 
in private healthcare, followed an approach that is quantitative, exploratory, 
descriptive and contextual in nature. 
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1.7.2 Research Method 
Research methods are techniques or procedures used by researchers to structure a 
study and gather and analyse information relevant to the research questions (Burns 
and Grove, 2001:13).  The following procedure was adopted to solve the main and 
sub-problems of the study in meeting the research objectives. 
• A literature review consisting of academic, peer-reviewed articles and journals, 
published textbooks and internet sources were conducted to gain insights into 
the employee engagement landscape and to identify the factors contributing to 
higher levels of individual engagement, 
• From the literature review process, the measurement and the main facilitators of 
employee engagement were determined that assisted the researcher in 
structuring the data collection instrument, 
• The researcher developed a self-administered, structured questionnairein line 
with the research design to address the main and sub-problems of the study, 
• The empirical component of the study consisted of the data collection instrument 
being distributed to the sample population and collected for analysis and 
interpretation, and 
• Empirical results from the study were combined with findings from the literature 
review to formulate guidelines that can assist management to enhance thelevels 
of employee engagement among employees. 
 
1.8 CHAPTER LAYOUT 
Chapter One:  Overview of Study 
Chapter Two:  Theoretical Overview 
Chapter Three:  Research Design and Method 
Chapter Four:  Data Analysis and Interpretation of Findings 
Chapter Five:  Conclusions, Limitations and Recommendations  
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1.9 CONCLUSION 
The opportunity to make a positive difference in the lives of the people we work with 
paves the way for organisations to align individuals’ goals with those of the 
organisation.  The potential of a fully engaged workforce on business success is well 
documented in literature and more organisations are realising the benefits of an 
engaged workforce on business performance and organisational well-being.  The 
identification of the main facilitators of employee engagement among nursing 
employees working in private healthcare would assist leadership in formulating an 
employee engagement strategy that will move the needle of individual levels of 
engagement. 
The aim of this chapter was to introduce the research topic, delineate the main and 
sub-problems to be addressed through this study and to explain how the researcher 
will structure and execute the research investigation.  Chapter two provides a 
theoretical overview on employee engagement and identifies various models and 
facilitators of employee engagement.   
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CHAPTER TWO 
MODELS AND FACILITATORS OF EMPLOYEE ENGAGEMENT 
2.1 INTRODUCTION 
Chapter one provided a brief overview and background to the research study.  In 
addition, the main problem and sub-problems were identified and a concise 
description of the research design and method was presented.     
This chapter introduces the theoretical aspects related to employee engagement and 
explores the foundations of employee engagement as well as expands on the 
various definitions, models, facilitators and measurement of employee engagement 
including the benefits of a highly engaged workforce.  The aim of this chapter is to 
provide a theoretical overview on employee engagement and to identify the most 
relevant models and facilitators of employee engagement from literature.   
2.2 EMPLOYEE ENGAGEMENT:  THE CONCEPT 
The interest in the study and application of employee engagement is experiencing 
unprecedented popularity that is applied widely in practice.  Despite the lack of 
consistency in definition and application across fields (Schneider, Macey, Barbera 
and Martin, 2009, Shuck, Rocco and Albornoz, 2010, Shuck, 2011, Fairlie, 2012), it 
has been defined as a distinct and unique construct that consists of cognitive, 
emotional and behavioural components that are associated with individual role 
performances (Saks, 2006, Shuck and Wollard, 2010, Shuck and Herd, 2012).  
Lockwood (2007:2) explains that employee engagement is the extent to which 
employees commit to something or someone in their organisation and how hard they 
work as well as how long they stay as a result of such commitment.  Furthermore, 
employee engagement is described as the degree to which employees are satisfied 
with their jobs, feel valued and experience collaboration and trust in the workplace.  
Consequently, engaged employees will stay with the organisation for longer and will 
continually find smarter, more effective ways to add value to the organisation.  The 
end result is a high performing organisation where employees are flourishing and 
contribute to an increased and sustained level of productivity (Catteeuw, Flynn and 
Vonderhost, 2007:152). 
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In his early work, Kahn (1990:694) defined engagement as the harnessing of 
organisational members selves to their work roles and when engaged, individuals 
employ and express themselves physically, cognitively and emotionally during role 
performances.  Perrin’s Global Workforce Study (2003) describes employee 
engagement as an employee’s willingness and ability to help the organisation 
succeed, largely by providing discretionary effort on a sustainable basis while the 
Gallup organisations define employee engagement as the individual’s involvement 
with and enthusiasm for his/her work.  Robinson, Perryman and Hayday (2004:9) 
support this belief and state that employee engagement is a positive attitude held by 
the employee towards the organisation and its values.  An engaged employee is 
aware of the business context and works with colleagues to improve performance 
within the job for the benefit of the organisation.  In summary, employee engagement 
encompasses a cognitive, emotional and behavioural component that is strongly 
associated with individual role performances in the workplace. 
From literature it can be concluded that employee engagement comprises of three 
dimensions namely, a physical component, which is being physically involved in a 
task and showing vigour and a positive affective state, a cognitive component which 
refers to being alert at work and experiencing absorption and involvement and an 
emotional component which is being connected to one’s job and/or others while 
working and showing dedication and commitment (Rothmann and Rothmann, 
2010:2).  Vigor refers to high levels of energy and mental resilience at work whereas 
dedication involves a strong involvement in one’s work and a sense of significance 
and pride.  Absorption entails being fully concentrated and happily engrossed in 
one’s work (Fairlie, 2011:509). 
Robinson, et al., (2004:7) explain that although employee engagement contains 
many elements of both commitment and Organisational Citizenship Behaviour (OCB) 
it is by no means a perfect match with either concept.  Neither commitment nor OCB 
sufficiently reflect two aspects of employee engagement, that is, its two-way nature 
and the extent to which engaged employees are expected to have an element of 
business awareness (Markos and Sridevi, 2010:90).  In addition, Saks (2006:602) 
states that organisational commitment also differs from engagement in that it refers 
to a person’s attitude and attachment towards their organisation.  Engagement is not 
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an attitude, it is the degree to which an individual is attentive and absorbed in the 
performance of their roles.  And while OCB involves voluntary and informal 
behaviours that can help co-workers and the organisation, the focus of engagement 
is one’s formal role performances rather than extra-role and voluntary behaviour.  
Saks (2006:602) further explains that employee engagement also differs from job 
involvement.  Job involvement is the result of a cognitive judgement about the need 
satisfying abilities of the job and is tied to one’s self-image.  Engagement has to do 
with how individuals employ themselves in the performance of their job and 
therefore, involves the active use of emotions and behaviours in addition to 
cognitions. 
2.3 THE FOUNDATIONS OF EMPLOYEE ENGAGEMENT 
The premise of this research study stems from work done by Kahn (1990) who 
argues that employees can use varying degrees of themselves physically, cognitively 
and emotionally in the roles they perform even as they maintain the integrity of the 
boundaries between who they are and the roles they occupy.  Kahn was particularly 
interested in how psychological experiences at work and work contexts shaped the 
processes of individuals presenting and absenting themselves during task 
performances (Shuck, 2011:308).  For Kahn, the simultaneous employment and 
expression of an individual’s preferred self in role related behaviours exist is some 
dynamic, negotiable relation in which a person both drives personal energies into 
role behaviours (self-employment) and displays the self within the role (self-
expression).   
In his ethnographic study, Kahn (1990:694) developed the terms personal 
engagement and personal disengagement to describe employees’ involvement of 
the self in various in-role behaviours.  These behaviours refer to what employees 
bring in or leave out of their personal selves during work role performances.  Kahn 
defined personal engagement as the harnessing of organisation members’ selves to 
their work roles and when engaged, people employee and express themselves 
physically, cognitively and emotionally during role performances.  On the other hand, 
personal disengagement is defined as the uncoupling of the self from work roles and 
during disengagement, employees withdraw and defend themselves physically, 
cognitively or emotionally during role performances (Kahn, 1990:694). 
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2.3.1 PERSONAL ENGAGEMENT 
Personal engagement is the simultaneous employment and expression of a person’s 
preferred self in task behaviours that promote connections to work and to others, 
personal presence (physical, cognitive and emotional) and active, full role 
performances.  Kahn (1990:700) argues that people have dimensions of themselves 
that, given appropriate conditions, they prefer to use and express in the course of 
role performances.  Personally engaging behaviours simultaneously convey and 
bring about self and obligatory role.  People become physically involved in tasks, 
whether alone or with others, cognitively vigilant, and empathically connected to 
others in the service of the work they are doing in ways that display what they think 
and feel, their creativity, their beliefs and values as well as their personal 
connections to others (Kahn, 1990:700).  
2.3.2 PERSONAL DISENGAGEMENT 
Personal disengagement, conversely, is the simultaneous withdrawal and defence of 
a person’s preferred self in behaviours that promote a lack of connections, physical, 
cognitive and emotional absence and passive, incomplete role performances.  To 
personally disengage means uncoupling the self from the role which becomes 
evident by an individual’s behavioural display of evacuation or suppression of their 
expressive and energetic selves in discharging role obligations.  They become 
physically uninvolved in tasks, cognitively unvigilant and emotionally disconnected 
from others in ways that hide what they think and feel, their creativity, their beliefs 
and values as well as their personal connections to others (Kahn, 1990:702). 
Kahn (1990) argues that employees’ employ and express or withdraw and defend 
their preferred selves on the basis of their psychological experiences of self in-role 
performances.  He argues that there are critical psychological states that influence 
people’s internal work motivations.  From his research, three psychological 
conditions emerged namely meaningfulness, safety and availability.  Together these 
three conditions shape how people inhabit their performance roles.   
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Organisational members seemed to unconsciously ask themselves three questions 
in each situation and whether to engage or disengage depending on the answers.  
The questions are:   
1. How meaningful is it for me to bring myself into this performance?  
2. How safe is it to do so? 
3. How available am I to do so? 
Psychological meaningfulness is associated with work elements that create 
incentives or disincentives to personally engage.  Psychological safety is associated 
with elements of social systems that create more or less nonthreatening, predictable 
and consistent social situations in which to engage.  Psychological availability is 
associated with individual distractions that preoccupy people to various degrees and 
leave them more or fewer resources with which to engage in role performances 
(Kahn, 1990:703). 
2.4 PSYCHOLOGICAL CONDITIONS OF ENGAGEMENT 
The three psychological conditions described and illustrated below were articulated 
through an inductive analysis that defined the experiential conditions whose 
presence influenced individuals to personally engage and whose absence influenced 
them to personally disengage (Kahn, 1990:703). 
2.4.1 PSYCHOLOGICAL MEANINGFULNESS 
Kahn (1990:703) defines psychological meaningfulness as an individual’s perception 
of receiving a return on investment of one’s self in a currency of physical, cognitive 
or emotional energy.  Frankl 1992 (cited in May, Gilson and Harter, 2004:14) argues 
that individuals have a primary motive to seek meaning in their work and 
experienced such meaningfulness when they feel worthwhile, useful and valuable as 
though they are making a difference and were are taken for granted.  Kahn adds that 
when individuals experience meaningfulness, they are able to give to others and to 
the work itself in their roles and are also able to receive.  Kahn further explains that a 
lack of meaningfulness is related to individuals feeling insufficient in that little is 
asked or expected from them and that there is little room for them to give or receive 
in their work role performances.  In his study, Kahn (1990) identified workplace 
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factors that generally influence psychological meaningfulness, namely task 
characteristics, role characteristics and work interactions. 
2.4.1.1 Task Characteristics 
When individuals are expected to perform work that is challenging, clearly 
delineated, varied and creative and to some extent autonomous, they are more likely 
to experience psychological meaningfulness (Kahn, 1990:704).  Job characteristics 
such as skill variety and autonomy are sources that will influence the degree of 
meaning that individuals experience at work.  Kahn 1990 further explains that 
meaningful tasks demand both routine and new skills that allow individuals to 
experience a sense of both competence (from the routine) and growth and learning 
(from the new).  Meaningful tasks also allow for some autonomy and the resulting 
sense of ownership over the work to be performed.  Such tasks are not too tightly 
linked to or so controlled by others that people performing them needed to constantly 
look for direction.  In addition, the goals of potentially meaningful tasks should be 
clear to allow a good chance for success (Kahn, 1990:704-706). 
2.4.1.2 Role Characteristics 
May, Gilson and Harter (2004:14) argue that a perceived fit between an individual’s 
self-concept and his/her role will lead to an experienced sense of meaning due to the 
ability of the individual to express his/her values and beliefs.  Work roles bear 
identities that individuals are implicitly required to assume when they are at work.  
Kahn (1990:706) states that individuals and members of the organisation could like 
or dislike those identities and the position towards others that they occupy.  They 
typically do this on the basis of how well the roles fit and how they see or wants to 
see themselves.  Roles also carry status, or influence.  When people are able to 
exercise influence, occupy valuable positions in their organisations and gain 
desirable status, they experience a sense of meaningfulness.  The underlying 
dimension are power and what it brings, influence and a sense of being valued.  
People search for ways to feel important and special, particularly since they 
generally feel powerless in the world as a whole.  Organisations that allow 
employees to have a sense of shaping the external world, offers a sense of 
meaningfulness (Kahn, 1990:706). 
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2.4.1.3 Work Interactions 
Individuals also experience psychological meaningfulness when their task 
performances included rewarding interpersonal interactions with co-workers and 
clients (Kahn, 1990:707).  When individuals are treated with dignity, respect and 
appreciation for their contribution and not simply as the occupant of a role, they are 
likely to obtain a sense of meaningfulness from their interactions (May et al., 
2004:15).  Meaningful interactions enable relationships in which people want to give 
to and receive from others in the workplace.  Such connections are an invaluable 
source of meaning in people’s lives because they meet relatedness needs, they 
allow people to feel known and appreciated and that they are sharing their existential 
journeys with others.  These connections occur when people feel as if they fit in 
some way with those with whom they interact and when people treated one another 
not as role occupants but as people who happen to occupy roles.  During such 
interactions, the involvement of mutual appreciation, respect and positive feedback 
are paramount.   Client interactions that block interpersonal connections which 
prevent employees from performing and enjoying their jobs, reduce the sense of 
meaningfulness (Kahn, 1990:707-708).   
2.4.2 PSYCHOLOGICAL SAFETY 
Psychological safety is defined as feeling able to show and employ one’s self without 
fear of negative consequences to self-image, status or career (Kahn, 1990:15).  
Individuals feel safe in situations in which they trust that they would not suffer for 
their personal engagement and expressing their true selves at work.  This 
association reflects a tenet of clinical work stating that therapeutic relationships, 
families, groups and organisations create contexts in which people feel more or less 
safe in taking the risks of self-expression and engaging the processes of change.  
When situations are unclear, inconsistent, unpredictable or threatening, personal 
engagement is deemed too risky or unsafe (May et al., 2004:15).  Kahn (1990:708) 
identified four determinants that directly influence psychological safety namely, 
interpersonal relationships, group and intergroup dynamics, management style and 
process as well as organisational norms. 
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2.4.2.1 Interpersonal Relationships 
Interpersonal relationships promote psychological safety when they are supportive 
and trusting.  Such relationships have a flexibility that allows people to try and 
perhaps to fail without fearing consequences.  Such relations are those in which 
members share ideas and concepts about work issues without feeling that it was 
dangerous for them to do so and they feel that any criticism would be constructive 
rather than destructive (Kahn, 1990:708). 
2.4.2.2 Group and Intergroup Dynamics 
The various unacknowledged characters, or unconscious roles, that individuals 
assume also influence psychological safety.  Group dynamics are defined according 
to the unconscious plays that characterise the more conscious workings of 
organisations.  Social systems have a mentality beyond the mentalities of individual 
members, connecting them by processes of unconscious alliance and collusion.  In 
the context of a work group, members collude to act out plays that allay anxieties in 
both conscious and unconscious roles.  Such plays revolve, for example, around 
plots dealing with authority, competition or sexuality and depend on organisation 
members to play informal, unconscious roles.  Once cast into these roles, people 
vary in how much room they have to safely bring their selves into work role 
performances (Kahn, 1990:709).  
2.4.2.3 Management Style and Process 
The relation with one’s immediate supervisor can have a dramatic impact on an 
individual’s perceptions of safety in the work environment (May et al., 2004:160).  
Supportive, resilient and clarifying management practices heighten psychological 
safety.  Leaders that translate system demands and reinforce members’ behaviours 
in ways that create different degrees of supportiveness and openness contribute to a 
safe working environment.  Like supportive interpersonal relationships, supportive 
managerial environments allow people to try and fail without fear of the 
consequences.  In practice, this means opportunities to experiment with new 
techniques of doing the work within the organisation and people also feel safer when 
they have some control over their work.  Managerial reluctance to loosen their 
control sends a message that their employees are not to be trusted and should fear 
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overstepping their boundaries.  That fear is compounded when managers are 
unpredictable, inconsistent or hypocritical (Kahn, 1990:711). 
2.4.2.4 Organisational Norms 
Norms within groups and organisations tend to govern the behaviour, attitudes and 
the emotional dimensions of work (May et al., 2004:17).  Psychological safety 
corresponds to role performances that are clearly within the boundaries of 
organisational norms.  Norms are shared expectations about the general behaviours 
of members in the organisation.  Individuals that stay within generally appropriate 
ways of working and behaving feel safer than those who stray outside those 
protective boundaries.  In this regard, safety means not calling into question habitual 
patterns of thought and behaviour that ensures predictability but questioning such 
patterns result in being treated as a deviant.  Deviation from norms and the 
possibility of doing so are sources of anxiety and frustration, particularly for 
employees with low status and leverage, as deviance is in most social systems 
(Kahn, 1990:712-713).      
2.4.3 PSYCHOLOGICAL AVAILABILITY 
Psychological availability is defined as an individual’s believe of having the physical, 
emotional or psychological resources to personally engage the self at a particular 
moment at work (Kahn, 1990:714).  Essentially, it measures the readiness or 
confidence of a person to engage in his/her work role given that individuals are 
engaged in many other life activities (May et al., 2004:17).  According to Kahn 
(1990:714) these life activities are seen as distractions that the individual experience 
as a result of being a member of social systems and identified factors (distractions) 
that influence psychological availability which include the depletion of physical 
energy, depletion of emotional energy, work role insecurities and outside lives. 
2.4.3.1 Depletion of Physical Energy 
Individuals bring their physical, emotional and psychological resources to tolerate 
role-related tasks when they engage themselves at work.  Most jobs require some 
level of physical exertion and some demand intense physical challenges.  Individuals 
vary in their abilities to meet these physical demands based on their strength, 
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stamina and flexibility.  Depletion of the individual’s physical resources unavoidably 
results in physical disengagement from one’s work role (May et al., 2004:18). 
2.4.3.2 Depletion of Emotional Energy 
The individual’s emotional ability to personally engage him/herself in role-related 
tasks also influences a person’s psychological availability.  Emotional demands of 
jobs also vary in type and scope and some jobs, in particular, the services industry, 
require much more emotional labour (May et al., 2004:18).  Morris and Feldman 
1996 (cited in May et al., 2004:18), postulate that not only does emotional 
dissonance lead to depletion of emotional resources and exhaustion but the 
frequency of the emotional display, duration and intensity of such displays including 
the variety of expressed emotions also decrease these resources.  
2.4.3.3 Insecurities 
Psychological availability corresponds to how secure an individual feels in his/her 
work role and their status at work.  For individuals to express themselves in social 
systems and at work, they must feel secure about themselves.  Kahn (1990:715) 
found that insecurity distracted individuals from bringing themselves into their work 
and it generated anxiety that occupied energies that would have otherwise been 
translated into personal engagement with their work.  Kahn argues that the 
development of insecurity is multidimensional.  One dimension of insecurity is a 
consequence of an individual’s lack of self-confidence and secondly, an individual 
may experience insecurity as a result of heightened self-consciousness.  In other 
words, when individuals focus on how other people perceived and judged them, 
whether or not such judgement actually occurred, they become too preoccupied to 
personally engage at work.  A third dimension of insecurity is an individual’s 
ambivalence about their fit with their organisation and its purpose.  This ambivalence 
can preoccupy a person, leaving him/her little space, energy or desire to employ or 
express themselves in moments of task performances (Kahn, 1990:716). 
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2.4.3.4 Outside Life 
Activities outside the workplace have the potential to draw away an individual’s 
energies from their work and make them less psychologically available for their work 
roles (May et al., 2004:18).  Kahn (1990:716) adds that the demands of such 
activities are likely to distract an individual’s attention so that he/she is unable to be 
available to focus on his/her role-related tasks.    
2.5 DIMENSIONS OF ENGAGEMENT  
Employee engagement is defined as an employee’s cognitive, emotional and 
behavioural state directed towards desired organisational outcomes (Shuck and 
Wollard, 2010:103).  This suggests that the construct consists of three separate 
facets namely cognitive engagement, emotional engagement and behavioural 
engagement. 
2.5.1 COGNITIVE ENGAGEMENT 
From Kahn’s (1990) early conceptualisation of the construct, cognitive engagement 
derives from an employee’s evaluation of whether his/her work is meaningful and 
safe (physically, emotionally and psychologically) as well as whether they have 
adequate resources (tangible and intangible) to complete their work.  From this 
standpoint, engagement is an incredibly delicate phenomenon, both challenging to 
develop and tough to sustain because it is mostly built on interpretation of the work 
environment (Shuck and Herd, 2012:161).  This decision-making process is used to 
determine the overall value of a situation and this appraisal begins the process of 
intention to engage, a critical and often silent decision made privately in the mind of 
the employee.  Employees who interpret a situation they encounter at work 
positively, for example, when they feel it is meaningful, when they sense that it is 
safe and when they are available, begin the next steps in the engagement process.  
Those employees who find little meaning in their work or find it unsafe or that there is 
lack of resources to complete the work assigned would often choose to pull or push 
away (Shuck and Reio, 2011:422). 
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Shuck and Herd (2012:161) further explain that an employee’s evaluation of his/her 
work role, that is, a cognitive expression of the work context, reflects a level of 
engagement or movement towards his/her work and those who feel their work 
matters embrace and engage.  Conversely, employees who find work meaningless, 
unsafe and lacking the resources to complete tasks, often develop feelings of 
loneliness, ostracism, rejection, friendlessness and eventually burnout.  Therefore, 
cognitive engagement revolves around how an employee thinks about and 
understands his/her job, the organisation and the culture which represent his/her 
intellectual commitment to the organisation.  Shuck and Reio (2011:422) assert that 
employees who are cognitively engaged would respond positively to statements 
such as the work I do make a contribution to the organisation, I feel safe at work, no 
one will make fun of me here and I have the resources to do my job at the level that 
is expected of me.  Conversely, for those who cannot affirmatively answer these 
basic questions, engagement may be far from reach.   
2.5.2 EMOTIONAL ENGAGEMENT 
Emotional engagement revolves around the emotional bond an individual feels 
towards his/her workplace and represents a willingness to involve personal 
resources such a pride, belief and knowledge (Shuck and Reio, 2011:423).  An 
employee’s emotional bond with his/her organisation has been considered an 
important determinant of commitment and loyalty, both outcomes of employee 
engagement.  Employees who are affectively engaged with their organisations are 
seen as having a sense of belonging and identification that increases involvement in 
the organisation’s activities.  In addition, studies have shown that affectively engaged 
employees are more productive, less physically absent and less likely to turnover 
(Shuck and Reio, 2011:423).   
As such, emotional engagement revolves around the feelings and beliefs held by 
those who are cognitively engaged which determine how behavioural engagement is 
formed, influenced and directed outward (Shuck and Herd, 2012:161).  As a result, 
emotionally engaged employees will be able to respond positively to statements 
such as I feel a strong sense of belonging, I identify with my organisation and I am 
proud to work here (Shuck and Reio, 2011:423). 
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2.5.3 BEHAVIOURAL ENGAGEMENT 
Behavioural engagement is the most explicit form of employee engagement.  It is 
understood as the physical and evident manifestation of cognitive and emotional 
engagement, thus behavioural engagement refers to increased levels of 
discretionary effort, a variable associated with performance and effort (Shuck and 
Reio, 2011:423).  Shuck and Herd (2012:161) explain that discretionary effort is a 
multidimensional variable consisting of an employee’s willingness to go above and 
beyond minimal job responsibilities.   
An employee’s willingness to engage in discretionary effort indicates an intention to 
act that result in behaviour and is indicative of an employee’s observable 
engagement level.  According to Shuck and Reio (2011:423), employee effort in 
work behaviour has been linked to increase productivity and profit, both of which are 
thought to be outcome variables of a highly engaged workforce.  As a consequence 
of discretionary effort, those who are engaged are thought to be less likely to 
turnover and usually respond positively to statements such as when I work, I really 
push myself beyond what is expected of me and I work harder than what is expected 
of me to help my organisation be successful. 
2.6 ANTECEDENTS TO EMPLOYEE ENGAGEMENT 
Antecedents of employee engagement are conditions that precede the development 
of employee engagement which come before an organisation or manager reaps the 
benefits of engagement-related outputs.  More often, engagement is discussed as a 
behavioural outcome and little attention is given to antecedents that potentially drive 
the cognitive and emotional states of engagement which are believed to lead to the 
behavioural manifestation of what can be seen as engagement (Wollard and Shuck, 
2011:434).    
2.6.1 INDIVIDUAL ANTECEDENTS 
Employee engagement is an individual level variable which is often measured at the 
organisational level.  Considering the enormous role of personality and individual 
factors of an employee’s life both inside and outside of the workplace, little is known 
about individual antecedents of employee engagement and what variables contribute 
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to the overall development of employee engagement (Wollard and Shuck, 
2011:434). 
Bakker, Schaufeli, Leiter and Taris (2008:192) explain that personal resources and 
positive self-evaluations are linked to resiliency and refer to an individual’ sense of 
his/her ability to control and impact upon their environment successfully.  Bakker 
(2011:266) adds that the reason for this is that the higher an individual’s personal 
resources, the more positive the person’s self-regard and the more goal self-
concordance is expected to be experienced.  Individuals with goal self-concordance 
are intrinsically motivated to pursue their goals and as a result they trigger higher 
performance and satisfaction.   
The role of a meaningful workplace environment and an employee’s involvement in 
contextually meaningful work is thought to be related to employee engagement.  The 
perceptions of emotionally, culturally and physically safe environments, as individual 
factors, are also linked to the development of employee engagement.  Issues of 
work-life balance, personal involvement in corporate citizenship behaviours and the 
connection of an employee’s work to overall organisational goals are addressed in 
literature and are believed to play a role in employee engagement (Wollard and 
Shuck, 2011:434). 
2.6.2 ORGANISATIONAL ANTECEDENTS 
Organisations are complex, often complicated mazes for employees to navigate.  
However, when it comes to employee engagement, antecedents that drive the 
development of engagement at the organisational level revolve around basic 
employee/human needs.  The identification of meeting basic needs reflect a lack of 
complexity, yet highlights the difficulty of actually creating organisational conditions 
for engagement to occur (Wollard and Shuck, 2011:435).   
Bakker, Schaufeli, Leiter and Taris (2008:191) state that job resources such as 
social support from colleagues and supervisors, performance feedback, skill variety, 
autonomy and learning opportunities are positively associated with work 
engagement.  Job resources refer to those physical, social or organisational aspects 
of the job that may (1) reduce job demands and the associated physiological and 
psychological costs (2) be functional in achieving work goals or (3) stimulate 
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personal growth, learning and development.  In Bakker (2011:266) job resources are 
discussed as to play either an intrinsic motivational role because they foster 
employees’ growth, learning and development or an extrinsic motivational role 
because they are instrumental in achieving work goals.  As an intrinsic motivational 
role, job resources fulfil basic human needs such as autonomy, relatedness and 
competence.  As an extrinsic motivational role, resourceful work environments foster 
the willingness to dedicate one’s efforts to the work task.  In such environments, it is 
likely that the task will be completed successfully and that the goal will be attained.        
In addition, the role of manager self-efficacy, the role of the manager in creating a 
supportive climate, the execution of the vision and mission on a local level and the 
role and perception of manager expectations constitute organisational antecedents.  
Furthermore, managers with a non-defensive approach influence the development of 
engagement positively.  Moreover, the role of culture, both organisational culture and 
local micro cultures, have been documented as organisational antecedents.  
Workplace climates that are supportive, authentic and positive all work to enhance 
the conditions of employee engagement.  Supportive, emotionally positive workplace 
climates have been operationalized to include the perception of supportive 
management, role clarity for in-role tasks, ability to contribute to organisational 
success, recognition, ability to self-express and appropriate levels of job challenge 
and control.  Culture, as an organisational variable, is often a force outside of the 
employee’s direct control but often within a manager’s sphere of influence, 
suggesting a conceptual link between leader behaviour and engagement.  Hygiene 
factors extrinsic to the employee drive potential conditions for engagement at the 
organisational level.  Hygiene factors are operationalized as including fair pay, 
reasonable working conditions, a reasonable degree of security and moderate levels 
of trust with the leader.  When hygiene factors are not met, engagement is not likely 
to develop (Wollard and Shuck, 2011:435). 
 
 
 
 
26 
 
Theoretical Overview                                                                                Chapter Two 
2.7 CHARACTERISTICS OF AN ENGAGED EMPLOYEE 
Robinson, Perryman and Hayday (2004:5) state that during their analysis of over 
10 000 employees in 14 organisations during 2003, they found clear and reasonably 
consistent views about the ways in which an engaged employee behaves (Figure 1). 
Although an organisation full of such employees would, without a doubt, be every 
chief executive’s dream, the two-way nature of engagement should not be forgotten. 
 
 
 
  
 
 
 
 
 
 
 
 
 
 
 
FIGURE 2.1:  Characteristics of an Engaged Employee (Source:  Robinson et 
al., 2004:6) 
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2.8 MODELS OF EMPLOYEE ENGAGEMENT  
In academic literature, various models of employee engagement have been 
developed to illustrate the construct.  For purposes of this research study, the 
following models were identified and are briefly discussed. 
2.8.1 ROYAL BANK OF SCOTLAND’S MODEL OF ENGAGEMENT 
The Royal Bank of Scotland (RBS) model (Figure 1) suggests that having employees 
who say they are satisfied with their jobs are only the starting point.  During this 
stage, the employee advocates for the organisation to co-workers and refers 
potential employees and customers to the organisation (Markos and Sridevi, 
2010:92).  As a next step, these employees should also be committed, that is, say 
they want to stay with the organisation despite opportunities to work elsewhere 
(Robinson et al., 2004:11).  The ultimate goal is an engaged workforce, containing 
employees who are willing to make an extra effort to help the organisation achieve 
its goals (Robinson et al., 2004:11).   
 
 
 
 
 
 
 
  
  
 
 
 
FIGURE 2.2:  The RBS Engagement Model (Source:  Robinson et al., 2004:12) 
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2.8.2 MERCER’S EMPLOYEE ENGAGEMENT MODEL 
The development of employees from satisfied to highly engaged can be viewed as a 
continuum depicted in Mercer’s Employee Engagement Model (Figure 3) which 
corresponds to four psychological stages of employee perceptions about their work, 
the work situation, the people around them and the likely outcomes of their 
association with the organisation.  These four dynamic stages namely satisfied, 
motivated, committed and advocacy represents increasing levels of engagement 
with the organisation and its success (Sanchez and McCauley, 2006:41).   
 
FIGURE 2.3:  Mercer’s Employee Engagement Model (Source:  Sanchez and 
McCauley, 2006:42) 
2.8.2.1 Satisfied 
Satisfied employees enjoy doing their jobs and are not dissatisfied with the terms 
and conditions of employment.  Generally, they are content to work alone, reliably 
without requiring a great deal of management supervision.  At the same time, they 
are not necessarily team players and tend not to go above and beyond in their 
efforts.  Purely satisfied employees are often externally focused, on family life or on 
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their goals outside the workplace rather than focused on doing all they can to help 
drive positive business results (Sanchez and McCauley, 2006:41). 
2.8.2.2 Motivated 
Motivated employees occupy the next stage of the employee engagement 
continuum.  In addition to sharing the attributes of satisfied employees, motivated 
employees contribute energetically and are highly focused individual contributors to 
the organisation.  They are mainly striving to achieve individual goals more than that 
of the team or organisational goals (Sanchez and McCauley, 2006:41-42). 
2.8.2.3 Committed 
At the committed stage, employees have thoroughly internalised the values and 
behaviours presented by the previous stages of the engagement model but have 
also forged a strong identification with the organisation.  They are loyal to the 
company and optimistic about its future.  They are also openly ambitious and believe 
the organisation will enable their best performance.  Above all, they have a sense of 
true belonging to the organisation, feeling valued and involved, and are thus resilient 
in response to any short term setbacks or dissatisfactions (Sanchez and McCauley, 
2006:42). 
2.8.2.4 Advocate 
Employees at the advocate stage of the engagement model demonstrate a level of 
engagement that is indicative of a positive link between employee performance and 
business results.  Advocate stage employees have a vested interest in the 
organisation’s success.  They freely contribute discretionary effort, a willingness to 
go the extra mile in executing projects and even in the most routine work, are 
motivated to perform to the highest standards and apply creative energy to their work 
and the work of their teams.  They proactively seek opportunities to serve the 
mission of the organisation.  In addition, they speak positively about the products 
and services of the organisation and recommend it as an employer.  They are also 
willing to withhold criticism and/or be constructively critical for the good of the 
organisation.  This forth stage is the most desired outcome (Sanchez and McCauley, 
2006:42).   
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2.8.3 THE INTEGRATED ORGANISATIONAL MODEL OF EMPLOYEE 
ENGAGEMENT 
The integrated organisational model of employee engagement was developed based 
on an extensive research study conducted in the province of the Eastern Cape, 
South Africa.  In this study, participants at middle management level of both local 
and international manufactures and suppliers were surveyed.  The objective of the 
study was to develop an integrated model for engaging employees (Figure 4) that 
can be utilised by organisations to facilitate the ‘people’ issues as a means to 
securing a competitive advantage (Poisat, 2006:179).  Poisat asserts that this 
objective was achieved by utilising a three phase process and that the model 
encompasses four separate yet integrated constructs namely, leadership and 
organisational culture (depicted at the perimeter of the model), eight organisational 
strategies and eight questions representing the manager-employee interaction which 
will result in an engaged employee that is represented at the core of the model.  
 
2.8.3.1 Organisational Leadership 
Poisat (2006:293) describes organisational leadership behaviour that supports the 
enhancement of employee engagement as being able to set and communicate an 
inspiring vision, being able to translate the organisational direction into people 
context (behaviours) and the ability of senior managements’ actions to convey a 
consistent message.  In addition, leadership should be able to reinforce their support 
for their strategic direction and identify organisational processes/culture that 
influence (support/hinder) the implementation of the vision.  Poisat further explains 
that senior management should show a sincere interest in employees’ wellbeing and 
initiate communication with employees frequently. 
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FIGURE 2.4:  Integrated Organisational Model of Employee Engagement 
(Source:  Poisat, 2006:180) 
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2.8.3.2 Organisational Culture 
The characteristics of an organisational culture that promotes employee engagement 
include a culture that is aligned with meeting business strategies, an organisation 
that pay as much as they can afford even if it is more than what othercompanies pay 
for similar work as well as the provision of as much as possible benefits as they can 
afford even if it’s more than the average of other companies (Poisat, 2006:293).  
Poisat further describes that an organisational culture that favours high levels of 
employee engagement do whatever they can to avoid retrenchments, delegate 
decision-making to the lowest possible level, supervise experienced employees 
loosely to allow for their own initiative and self-motivation to perform.  In addition, 
organisations should enlarge or enrich work so that employees do ‘whole’ jobs and 
stimulate an atmosphere of cooperation and teamwork betweenindividuals and 
between departments (Poisat, 2006:293). 
 
2.8.3.3 Organisational Strategies 
In addition to leadership interventions and a strong organisational culture, specific 
organisational strategies are necessary to bring about higher levels of employee 
engagement.  Poisat (2006:294) state that the 8 organisational strategies and 8 
underpinning questions should be sequentially followed and should be regarded as a 
process that require regular adjustments as organisational and employee 
circumstances change.  The 8 strategies should be regarded as building blocks and 
include the recruitment and selection of people based on their talents, the provision 
of the most pleasant physical working conditions for employees and the provision of 
the latest technological tools for employees to perform productively.  Furthermore, 
organisation should include the employee in setting performance objectives, provide 
regular performance feedback to employees and match the individual’s needs to the 
needs of the organisation.  Poisat advocates that organisations should regularly 
review the employee’s contribution to meeting organisational objectives, show 
employees how the work unit objectives relate to meeting the organisation’s vision 
and organisations should invest in the best possible training for employees to do 
their jobs.  Lastly, the provision of development opportunities for employees to 
prepare them for higher level assignments, the recognition of employee’s 
contributions, even when performance is not extraordinary and assistance to 
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employees to self-manage, will positively impact on level of employee engagement 
(Poisat, 2006:187, 294). 
2.8.3.4 Manager’s Role in Engaging Employees  
This component of the model, represented by the circle and questions, focuses on 
the manager-employee interaction process.  The questions presented are closely 
related to the organisational strategies and while the primary purpose of the 
questions is to provide a route for engaging employees, the also provide an 
interactive process that can assist managers in their dialogue with their employees 
(Poisat, 2006:200).    
2.8.4 BLESSINGWHITE ENGAGEMENT MODEL 
BlessingWhite (2011) published their Employee Engagement Report 2011 following 
extensive research on the construct over several years.  In this report, BlessingWhite 
maintains that their 2008 high-level recommendations remain relevant, that is, to 
measure less and act more, drive alignment, leverage managers, pay attention to 
culture and redefine career (Rice, 2011:4).  The report claims that if organisations 
want to reap the rewards that a more engaged workforce promises, their entire 
workforce needs to be accountable for their piece of the ‘engagement equation’ 
every day.  While organisations are keen to maximise the contribution of each 
individual towards corporate imperatives and metrics, individual employees need to 
find purpose and satisfaction in their work (Rice, 2011:5).   
Consequently, BlessingWhite’s engagement model (Figure 5) focuses on the 
individual, in particular, the individual’s contribution to the company’s success and 
personal satisfaction in their role.  They believe that aligning employees’ values, 
goals and aspirations with those of the organisation is the best method for achieving 
the sustainable employee engagement required for an organisation to thrive.  Full 
engagement represents an alignment of maximum job satisfaction with maximum job 
contribution.  Engaged employees are not just committed.  They are not just 
passionate or proud.  They have a line-of-sight on their own future and on the 
organisation’s mission and goals.  They are enthused and in gear, using their talents 
and discretionary effort to make a difference in their employer’s quest for sustainable 
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business success.  According to BlessingWhite (2011), full engagement occurs at 
the alignment of maximum job satisfaction and maximum job contribution.   
 
 
FIGURE 2.5:  BlessingWhite’s Employee Engagement Model (Source:  Rice, 
2011:4) 
2.8.5 THE EMERGING MODEL OF ENGAGEMENT AND DISENGAGEMENT 
The emerging model (Figure 6) is comprised of two factors namely, the environment 
and the person.  The environment is a reflection of all items in the environment, the 
people in the environment, the physical space of the environment and the climate of 
the environment.  The person is a reflection of everything about the person, the 
emotions of the person, the personality of the person, the physical traits and the 
family of that person.  Secondly, the elements that compose either the environment 
or the person can be either positive or negative, although no judgement is made 
about what is positive and what is negative.  These elements, that is, the 
environment and the person, interact and produce either engagement and/or 
disengagement.  When they are positive, they interact to produce engaged 
employees.  When they are negative, they interact to produce disengaged 
employees (Shuck, Rocco and Albornoz, 2011:314). 
35 
 
Theoretical Overview                                                                                Chapter Two 
 
 
 
 
 
 
 
 
 
 
 
FIGURE 2.6:  Emerging Model of Engagement and Disengagement (Source:  
Shuck, et al., 2011:315) 
2.8.5.1 The Environment 
The environment is composed of both tangible and intangible elements.  Tangible 
elements are defined as items within the environment that are physically present.  
The tangible elements include representations such as relationships with co-workers 
and supervisors as well as organisational procedures and processes.  Intangible 
elements are defined as items in the environment that have no physical properties, 
but are pervasive.  Intangible elements include representations of the elements of 
cooperation, being free from fear, community and attachment and learning (Shuck, 
et al., 2011:315). 
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2.8.5.2. The Person 
The person is composed of internal and external elements.  External elements are 
defined as items that affect the person but are manifested outside of the person and 
visible to others.  The external elements include a person’s family or their health.  
The internal elements are defined as items that affect the person and are inside of 
the person such as feelings and emotions.  Internal elements include verbal 
representations of cognitive or affectual processes such as confidence, trust, 
motivation, and feeling valued, a desire to learn, ownership and the need for 
challenge (Shuck, et al., 2011:315).  
2.8.5.3 The Interactions 
In Figure 6, the influencing factors, their subcomponents and the interaction that 
occurs between them are demonstrated.  The model suggests that depending on 
how the person and the environment interact, both engagement and disengagement 
could be a potential output.  Furthermore, it is suggested that no one factor singularly 
contributes to the creation of engagement or disengagement at work.  Thus, 
engagement or disengagement is a holistic experience perceived and then 
interpreted through the lens of each individual based on their own experience, 
rationales and views of their context.  Thus, the development of engagement could 
be effected by a variety of variables, however,  it should be examined as an 
individual state variable, not a behavioural pattern or large scale organisational 
variable (Shuck, Rocco and Albornoz, 2011:315). 
2.9 MEASUREMENT OF EMPLOYEE ENGAGEMENT  
Although employee engagement is not a science, the development of survey tools 
and questionnaires such as the Gallup’s Q12 allow the measurement of the level of 
engagement within an organisation.  Exactly what aspects of engagement these 
questionnaires measure will vary and usually determine the level of engagement 
within the organisation on a scale or as a percentage.  This enables the calculation 
of a global engagement index for the organisation and/or a comparison between 
different parts or categories within the same organisation.  Some engagement 
surveys enable the identification of the main facilitators of employee engagement for 
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an organisation and/or the nature of the engagement with the job, within the team or 
with the organisation (Macloud and Clarke, 2009:10). 
Measuring a concept such employee engagement is challenging, as it involves 
attempting to assess complex feelings and emotions (Robinson et al., 2004:17).  
However, measuring employee engagement is a smart business strategy to improve 
productivity and attain business objectives.  It allows the organisation to track 
progress, or slippage, and determine what gaps exist in terms of organisational 
engagement, attendance and retention, motivation and aspirations (Lockwood, 
2007:6).  Employee satisfaction surveys use to be considered the most popular 
method for measuring how happy an employee was in the organisation.  However, a 
happy employee is not necessarily a productive employee and even an employee 
who is doing his or her best, might not be fully productive or aligned with the 
organisation’s goals or values.  Some of the indicators that are used to measure 
employee engagement are employee attrition rates, absenteeism, productivity and 
employee referrals (Sarkar, 2011:64). 
According to Right Management (2009), the only way to gain accurate information 
about employee engagement in your business is to measure it.  Organisations need 
not only to understand their current level of employee engagement but must also 
have confidence that the measures used to evaluate engagement are reliable and 
valid.  The most accurate way for organisation to achieve this is to conduct an 
employee engagement survey (Haid and Sims, 2009:13). 
Vance (2006:6) compared criteria featured in numerous employee engagement 
instruments and identified 10 common themes contained in such instruments.  The 
common themes used by organisations to measure engagement include: 
• Pride in the employer, 
• Satisfaction with the employer, 
• Job satisfaction, 
• Opportunity to perform well at challenging work, 
• Recognition and positive feedback for one’s contribution, 
• Personal support from one’s supervisor, 
• Effort above and beyond the minimum, 
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• Understanding the link between one’s job and the organisation’s mission, 
• Prospects for future growth with one’s employer, and 
• Intention to stay with one’s employer 
The Gallup Organisation’s employee engagement work is based on more than 30 
years of in-depth research involving more than 17 million employees.  Over the 
years, Gallup identified and developed 12 core elements that link powerfully to 
critical business outcomes as well as predicting employee and workforce 
performance (Gallup Consulting, 2010:2).  The 12 core elements are: 
• I know what is expected of me at work,  
• I have the materials and equipment I need to do my work right, 
• At work, I have the opportunity to do what I do best every day, 
• In the last seven days, I have received recognition or praise for doing good work, 
• My supervisor, or someone at work, seems to care about me as a person, 
• There is someone at work who encourages my development, 
• At work, my opinions seem to count, 
• The mission or purpose of my organisation makes me feel my job is important, 
• My co-workers are committed to doing quality work, 
• I have a best friend at work, 
• In the last six months, someone at work has talked to me about my progress, 
and 
• In the last year, I have had opportunities at work to learn and grow 
In answering the aforementioned questions, employees give an indication to whether 
the facilitators of employee engagement are present or lacking in the workplace.  In 
addition to these 12 core elements, Gallup recommends adding questions that 
addresses your company’s unique culture or address specific business issues facing 
your organisation (Gallup Consulting, 2010:3).   
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2.10 FACILITATORS OF EMPLOYEE ENGAGEMENT 
Every organisation is characterised by its own unique dynamics, structure and 
culture and the answer to what facilitates employee engagement will be different for 
every organisation.  Therefore, it is recommended that every organisation 
undertakes its own research relating to employee engagement that incorporates a 
strong design and robust analysis to establish its specific drivers of engagement 
since the real value comes in determining what creates engagement in each 
organisation (Haid and Sims, 2009:13). 
The Institute for Employment Studies (IES) surveyed over 10 000 employees in 14 
organisations in the National Health System (NHS) in the United Kingdom during 
2003 and found that there is a clear link between employees experiences and 
general perceptions of working life and their sense of being valued and involved and 
therefore, to their engagement levels (Robinson et al., 2004:24).  IES’s engagement 
research indicates that the following areas are of fundamental importance to 
engagement: 
 Good quality leadership with managers who care about their employees, keep 
them informed, treat them fairly and encourage them to perform well.  In 
addition, managers should take an interest in their career aspirations and 
smooth the path to training and development opportunities, 
 Two-way, open communication which allows the employees to voice ideas and 
suggest better ways of doing things, while at the same time keeping employees 
informed about the things that are relevant to them, including the relationship 
between the jobs they have and the wider business objectives, 
 Effective cooperation within the organisation, between different departments and 
functions as well as between management and trade unions, 
 A focus on developing employees so that individuals feel that the organisation 
takes a long term view of their value and delivers both the training they need 
now as well as fair access to development opportunities, 
 A commitment to employee well-being which is demonstrated by taking health 
and safety seriously evident by working practices that minimise accidents, 
injuries, violence and harassment and taking effective action should a problem 
occur, 
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 Clear, accessible human resource policies and practices to which line managers 
and senior managers are committed, particularly with regard to appraisals, equal 
opportunities and family friendliness, 
 Fairness in relation to pay and benefits in terms of comparisons within and 
outside the organisation, and 
 A harmonious working environment which encourages employees to respect and 
help each other. 
The data from the employee engagement survey conducted in the UK among 
employees of the NHS revealed an interesting finding with regard to professional 
groups.  Although, in general, employees in these groups have somewhat higher 
engagement levels than their colleagues in supporting roles, this is by no means the 
case for all professionals.  It appears that professionals often feel higher levels of 
commitment and loyalty to their work, and in the NHS, to their patients, rather than to 
their organisation (Robinson et al., 2004:26).  This means that professionals may not 
be very interested in the organisation’s aims and values, but instead prefers to go 
wherever they feel they can best practice their craft and receive, in return, the 
appreciation of their peers and their clients.  To some extent, this may not matter to 
organisations, especially if these individuals perform very effectively while they are 
employed.  However, the fact that the loss of highly skilled people can be a severe 
blow to organisational performance indicates that it would be worthwhile to try to 
understand what drives engagement for key professionals (Robinson et al., 
2004:26). 
The Towers Perrin Talent Study (2003) conducted in the United States (US) 
represents the views of more than 35 000 employees and provided US companies 
with a snapshot of the views of their workforce.  Through statistical analysis, this 
study identified a set of workplace attributes that in combination are critical to 
building high levels of employee engagement.  The Towers Perrin Talent Report 
(2003) states the following elements as crucial to building engagement in order of 
importance (See Figure 7).  
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FIGURE 2.7:  Towers Perrin Talent Report 2003 Engagement Drivers (Self-
constructed)  
Sanchez and McCauley (2006:43) explain that the changing nature of work and the 
emergence of the global economy have affected not only what the employers want 
from their employees, but also what employees want from their work.  For example, 
in the 1980’s, surveys were able to identify such factors as pay equity, job security, 
personal accomplishments and the opportunity for employee input as drivers of 
employee engagement.  By the 1990’s, with the disruptive trends of corporate 
reorganisation, outsourcing and diminished job security, employees’ relationship to 
their work had evolved to where professional development opportunities, a clear 
sense of corporate direction and achieving a good work/life balance had become key 
to feeling committed as well as satisfied.  Additionally, during the current decade, as 
employers focus on building competitive advantage in the new global economy, 
engagement is essential for optimising human capital.  More than ever, employers 
need to leverage those practices that lead to high levels of employee engagement.  
A company that understands what facilitates engagement in its workforce is 
equipped with valuable information for taking high-impact actions that will deepen 
workforce engagement.   
In 2007, Dr Richard McBain, of Henley Management College’s Human Resource 
Centre of Excellence, reviewed research findings into current employee engagement 
practices at 10 organisations and identified three key clusters of engagement drivers 
namely, the organisation, management and leadership and working life.  These 
1. Senior management’s interest in employees well-being 
2. Challenging work 
3. Decision-making authority 
4. Evidence that the company is focused on customers 
5. Career advancement opportunities 
6. The company’s reputation as a good employer 
7. A collaborative work environment where people work well in teams 
8. Resources to get the job done 
9. Input on decision-making 
10. A clear vision from senior management about future success 
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drivers will impact directly on organisational commitment which is seen as a positive 
attitude to the organisation.  They also impact on perceptions of trust and justice and 
these perceptions, along with the key drivers, help to create the psychological 
conditions meaningfulness, safety and availability that are key factors in the 
development of engagement (McBain, 2007:17-18).  McBain’s (2007) clusters of 
engagement drivers are depicted in Figure 8. 
Organisation Management and 
Leadership 
Working Life 
• Organisational culture 
• Vision and values 
• The brand            
(organisation/product) 
• Senior management’s 
leadership 
• Line manager 
commitment 
• Communication 
• Recognition 
• Supportive colleagues 
• Development potential 
• Clarity of expectations 
• Flexibility 
• Work/life balance 
• Involvement in 
decision-making 
• Working environment 
 
FIGURE 2.8:  McBain’s Clusters of Engagement Drivers (Source:  McBain, 
2007:18) 
More recently, BlessingWhite (2011) reported that global findings and trends assist 
in articulating the most common drivers of engagement but in the end, it’s the daily 
dynamics at play in any team, in any division or organisation that matter (Rice, 
2011:1).  The BlessingWhite Employee Engagement Report 2011 reflects on 
interviews with human resources and line managers as well as online survey 
responses of close to 11 000 individuals from North America, India, Europe, 
Southeast Asia, Australia/New Zealand and China.  Consistent with their 2008 
findings, two factors are at the top of the list of satisfaction drivers for employees in 
nearly every region across every engagement level namely, career development 
opportunities and training and more opportunities to do what I do best.  Although no 
one factor stood out as the most important contribution driver across regions, more 
resources, development opportunities and feedback was the top responses (Rice, 
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2011:16).  BlessingWhite identified and tested the following engagement drivers as 
depicted in Figure 9.   
 
Satisfaction Drivers Contribution Drivers 
• A better relationship with manager 
• Greater clarity about what the 
organisation expects from individuals 
• Improved cooperation among co-
workers 
• Greater clarity about own work 
preferences and career goals 
• Challenging work 
• Flexible working conditions 
• Opportunities to do what employee 
does best 
• Career development and training 
opportunities  
• A better relationship with co-workers 
• Better communication with manager 
• A coach or mentor other than my 
manager 
• Regular, specific feedback about 
performance 
• Development and training 
opportunities 
• Greater clarity about what the 
organisation requires 
• More resources 
 
FIGURE 2. 9:  BlessingWhite’s Engagement Drivers (Source:  Rice, 2011:15-16) 
Rivera, Fitzpatrick and Boyle (2011:265) conducted a research study that focused on 
the relationship between nursing employees’ perceptions of drivers of engagement 
and their workplace engagement.  In their study, they surveyed and measured 
drivers of engagement and levels of engagement among 510 nursing employees 
from a large urban academic university centre.  They concluded that nurse 
managers play a critical role in promoting employee engagement and that nurses’ 
passion for nursing is an important dimension of engagement.  Salary and benefits 
were not primary drivers in their study.  They identified the following key drivers of 
employee engagement among nursing employees as depicted in Figure 10. 
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FIGURE 2.10:  Drivers of Engagement in Nursing Employees (Source:  Rivera 
et al., 2011:266) 
From the aforementioned assertions it is presumed that different factors will act as 
facilitators for different levels and categories of employees.  After analysis of the 
literature, bearing in mind the current challenges the researcher face in his 
organisation in terms of employee engagement, the following facilitators of employee 
engagement have been identified and selected for purposes of exploration in this 
research study as illustrated in Figure 11. 
 
 
 
 
FIGURE 2.11:  Selected Facilitators of Employee Engagement (Self-
constructed) 
 
 
 
 
 
 
 Autonomy and input 
 Manager actions 
 Team work 
 Personal growth 
 Recognition 
 Salary and benefits 
 Passion for work 
 Work environment 
 Leadership 
 Working conditions 
 Communication 
 Training and Development 
 Rewards and Recognition 
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2.10.1 LEADERSHIP BEHAVIOUR  
Leadership is defined as the ability to inspire confidence and support among the 
people who are needed to achieve organisational goals (DuBrin, 2010:3).  In 
Coetsee (2002:61), five characteristics of successful manager-leaders are 
emphasised, namely, their ability to: 
• Create a motivating vision, or to set goals that inspire, 
• Generate the energy in team members to be committed to the vision or goals 
and accept ownership of them, 
• Empower team members, that is, to unlock their potential, train and equip them 
as well the provision of the necessary resources to achieve their goals, 
• Grow and develop continuously but also stimulate the growth and development 
of team members, and 
• To enjoy managerial work themselves and in so doing enabling team members 
to enjoy their work. 
Greco, Laschinger and Wong (2006:45) confirm that a leader’s ability to demonstrate 
these behaviours undoubtedly influence how employees perceive the tasks 
presented to them by their leader.  In addition, employees will be empowered if a 
leader enhances meaningfulness of work, allows participation in decision-making, 
facilitates the accomplishment of tasks, communicates confidence in high 
performance and provides autonomy.  A leader that utilises empowerment creates 
benefits for both the organisation and the employees, as empowerment improves the 
economic performance of an organisation and reduces role conflict and role 
ambiguity amongst employees.  According to Mardanov, Heischmidt and Henson 
(2008:161), employee behaviour depends on the relationship between an employee 
and the leader as experienced by the employee.  Every employee within an 
organisation should have a specified set of roles and these allow the leaders of an 
organisation to hold the employee accountable for performance.   
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More specifically, Konczak, Stelly and Trusty 2000 (cited in Mendes and Stander, 
2011:30) identified six dimensions of leader empowering behaviours that are 
associated with enhanced levels of employee engagement namely: 
• The delegation of authority, 
• The leader’s ability to emphasize accountability, 
• Encouragement of self-directed decision-making, 
• The leader’s ability to share information, 
• Development of skills, and 
• Couching to promote innovation 
Essentially, organisations need visionary leaders who are able to create a culture of 
engagement to maintain employee trust, drive optimal levels of productivity, increase 
overall satisfaction and retention and are able to position the company for success 
(Wiley 2010:47).  Wiley further argues that a critical element in building confidence, 
motivating performance and increasing employee engagement is having people at 
the top who inspire belief in the organisation’s future.  Sanchez and McCauley 
(2006:45) support this notion by emphasising that managers and top management 
should align their actions in accordance with the expressed values of the 
organisation.  Additionally, leadership should allocate resources in ways that support 
strategy and in accordance with stated values.  There should be visible and 
transparent management involvement with both the customers and employees and 
leadership should make the connections between strategy and process that will aid 
employees in seeing the bigger picture (Sanchez and McCauley, 2006:45). 
In conclusion, common leadership behaviours that are associated with higher levels 
of employee engagement can be identified from literature.  According to Wiley 
(2010:47), the most significant of these behaviours are: 
• The ability to give employees a clear picture of the direction in which the 
company is heading, 
• The ability to handle the organisation’s challenges, 
• A genuine commitment to providing high-quality products and services, 
• A demonstrated belief that employees are important to company success, and 
• The ability to inspire confidence in employees. 
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2.10.2 WORKING ENVIRONMENT  
Any working environment is composed of people (colleagues and supervisors) who 
work in the environment, organisational policies and procedures, the structure of the 
organisation, the physical layout of the workplace and intangible elements such as 
trust, cooperation and perceived levels of safety (Shuck et al., 2011:316).  Freeney 
and Tiernan (2009:1558), state that control over one’s work is an important factor in 
the experience of engagement.  Employees want the opportunity to be part of the 
decision-making process and to be in a position to use their thinking skills.  However, 
it is also distressing for employees if they are given too much responsibility by their 
supervisors but lack the capacity to deliver the results.  Thus, lack of control may 
arise from a lack of empowerment or from the lack of sufficient skills to deal with 
responsibility when it is given.  Another source of lack of control is role conflict which 
is an indication of control problems within an organisation arising from conflicting 
demands or values being placed on an employee (Freeney and Tiernan, 2009:1558).  
Job autonomy has been identified as the degree to which the job provides 
substantial freedom, independence and discretion to the individual in work context, 
the method for accomplishing work and the pace at which work is accomplished 
(Jacob, Bond, Galinsky and Hill, 2008:143).  Bakker (2011:266) states that job 
resources such as social support from colleagues, performance feedback, skill 
variety, autonomy and learning opportunities are positively associated with 
engagement.  Job resources refer to those physical, social and organisational 
aspects of the job that may (1) reduce job demands and the associated physiological 
and psychological costs (2) be functional in achieving work goals or (3) stimulate 
personal growth, learning and development.  Job resources can play either and 
intrinsic motivational role because they foster employees’ growth, learning and 
development or an extrinsic motivational role because they are instrumental in 
achieving work goals.  Job resources may also play an extrinsic motivational role 
because resourceful work environments foster the willingness to dedicate one’s 
efforts to the work task (Bakker, 2011:266).   
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Vance (2006:10) argues that jobs that include skill variety, task identity, task 
significance (which collectively contribute to a sense of work meaningfulness), 
autonomy and performance feedback promote internal motivation, personal 
responsibility for performance and job satisfaction, in short, engagement.  According 
to Vance (2006), research findings show that managers who provide enriched work 
(jobs that are high in meaningfulness, variety, autonomy and co-worker trust) 
stimulate engagement and enthusiasm in their employees.  In turn, engagement and 
enthusiasm encourage employees to define their work roles broadly.  Broad 
definition of job roles in turn enhances workers’ willingness to take ownership of 
challenges that lie beyond their immediate assigned tasks.  Such challenges inspire 
employees to be innovative and to solve problems proactively.  Thus, job enrichment 
promotes engagement in both prescribed and voluntary work activities.  Although 
somewhat preliminary, these studies shed valuable light on how organisations could 
design work to inspire employee engagement and commitment (Vance, 2006:10-11). 
In summary, Sanchez and McCauley (2006:45) state that organisations with high 
levels of employee engagement, employees perceive the following to be true: 
• Employees are treated with respect and universally fell respected, 
• Their work is valued for its overall contribution, 
• There is real opportunity to grow in each job and laterally, 
• Work is aligned with the success of the enterprise, and 
• Employees are participating in developmental opportunities. 
 
2.10.3 COMMUNICATION 
In Lockwood (2007:5) the relevance of clear, consistent and honest communication 
as a key management tool for effective employee engagement is emphasised.  
Thoughtful communication strategies promote employee engagement by keeping the 
workforce energised, focused and productive.  Such strategies are critical to long 
term organisational success.  In addition, strategic and continuous communication 
lends credibility to the organisation’s leadership.  Welch (2011:338) states that the 
communication abilities of leadership teams are recognised as important in driving 
employee engagement.  She argues that good quality internal communication 
enhances employee engagement and emphasises that employees need clear 
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communication from senior management to understand how their own roles fit with 
the vision of leadership.  Rice (2011:27) contributes to this argument by describing 
that managers have to demonstrate consistency in their words and actions, 
communicate extensively and align all business practices and behaviours throughout 
the organisation to drive results and employee engagement. 
Information usually cascades from top management to employees’ in a timely and 
orderly fashion.  However, the active participation of supervisors trained in 
disseminating information and handling questions and feedback is one of the most 
effective ways to build understanding and cooperation.  Communication should be 
planned yet flexible enough to meet the day-to-day needs of information thirsty 
employees and crafted to take into account the various learning styles within the 
organisation (Sanchez and McCauley, 2006:45).  Coetsee (2002:32) adds that the 
way in which managers and their team members exchange information, ideas and 
feelings create a communication climate.  A supportive communication climate exists 
when all employees involved experience a sense of worth and of being recognised.   
In DuBrin (2010:316) an obvious truth that many leaders ignore, is open 
communication between company leaders and group members that help 
organisations overcome problems and attain success.  He further explains that 
effective communication is a leader’s most essential tool for executing the essential 
job of leadership which is inspiring organisational members to take responsibility for 
creating a better future.  Equally important in effective communication is the 
fundamental leadership skill of listening.  Listening also provides the opportunity for 
dialogue in which people understand each other better by taking turns having their 
point of view understood (DuBrin, 2010:326).   
Sanchez and McCauley (2006:45) found that in companies with highly engaged 
employees, communication is perceived as follows: 
• Organisational culture is built on an open two-way exchange of information, 
• Communication is planned, 
• Supervisors are active participants in the cascade of information, 
• There is a full mix of media to reach all levels of the organisation, and 
• Supervisors are given communication training. 
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2.10.4 TRAINING AND DEVELOPMENT 
Training and development can serve as an additional lever for enhancing 
engagement and commitment among employees.  Vance (2006:13) explains that for 
newly employed recruits, training usually begins with orientation.  Orientation 
presents several important opportunities for both the employer and employee, for 
example, explaining pay structures, work schedules and company policies.  Most 
importantly, it gives you a chance to encourage employee engagement by explaining 
how the new employee’s job contributes to the organisation’s mission and success.  
Through orientation, you describe how you company is organised, introduce new 
employees to their co-workers, give the person a tour of the area where he or she 
will be working and explain safety regulations and other procedural matters.  In short, 
you foster person-organisation fit which is vital for developing productive and 
dedicated employees.  Vance (2006) explains that through training, you help new 
and current employees acquire the knowledge and skills they need to perform their 
jobs.  The net effect of employees who enhance their skills through training to the 
employer is the probability of full engagement in their work because they derive 
satisfaction from mastering new tasks.  Training also enhances employees’ value to 
your company as well as their own employability in the job market.  Furthermore, 
most companies offer higher wages for skilled workers to compensate them for their 
greater value and to discourage turnover (Vance, 2006:13). 
In Jacob et al. (2008:144), learning opportunities are described in terms of having 
three dimensions of learning on the job namely, opportunities to learn new things on 
the job, having a job that requires one to be creative and being able to influence 
what happens on the job.  The Gallup Organisation (2010) found learning 
opportunities on the job, as with job autonomy, to be associated with increased 
employee engagement as well as increased employee retention, productivity and 
profitability.  The availability of learning opportunities was identified as an important 
predictor of employee satisfaction in a study of numerous United States commercial 
banks.  Another study found challenging and extensive learning opportunities to be 
associated with better psychological functioning, subjective health and coping styles 
(Jacob et al., 2008:144).  
51 
 
Theoretical Overview                                                                                Chapter Two 
An acute need for management is to build a workforce of substance and not just a 
workforce of performance.  Work situations have totally changed over past years and 
in today’s globalised environment, the demand for highly educated employees and 
cutting edge knowledge has become a source of competitive advantage (Joshi and 
Sodhi, 2011:173).  The same authors continue the discussion on the pivotal role 
training and development occupies in engaging employees and state that the focus 
of training has to be two-tiered.  Firstly, all employees must be exposed to the 
organisation’s strategic focus and ideology and secondly, it needs to be individual 
based but preceded by an analysis of competency assessment and training needs. 
In addition to the preceding discussion on the importance of training and 
development in engaging employees, Brewster, Carey, Grobler, Holland and 
Wärnich (2010:269), argue that continuous learning enables organisations to adapt, 
renew and revitalise itself in response to an ever changing environment, a vital 
component for organisational change.  Consistent training and development also 
promotes acceleration in the development of new products/services, greater 
proficiency at learning from competitors, employing greater utilisation of employees 
at all levels of the organisation as well as attracting the best workers and increased 
employee commitment and creativity. 
2.10.5 REWARDS AND RECOGNITION 
Freeney and Tiernan (2009:1558) state that rewards and recognition for work is also 
postulated as an important facilitator of employee engagement.  Inappropriate or 
insufficient rewards are not limited to financial rewards only.  More important is the 
lack of social rewards where hard work is not recognised by colleagues or 
supervisors.  These authors argue that receiving feedback on an ongoing, even 
weekly basis is fundamental in maintaining levels of engagement.  Otherwise, the 
employee and work become devalued.  Recognition from others is closely 
associated with personal accomplishment/professional efficacy. 
An individual’s level of satisfaction with the rewards he/she received for performance 
depends on how much the individual perceives he/she received and their perception 
of how much they feel they should receive for the work or performance (Coetsee, 
2002:163).  Experiencing fairness relates to the employee’s perception of how 
equitable rewards are.  This perception, or observation, is based on a comparison 
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the individual makes with another person or more than one person.  The employee 
compares what he/she has received for their work, in other words, their outcomes for 
example, salary, benefits, responsibility, bonus etc., and what effort he/she has put 
into the work, that is, the input, which includes hours worked, experience, training, 
quality of work etc., compared to what they think or perceives as the outcome/input 
ratio of the other they compare themselves to (Coetsee, 2002:163).    
Compensation can have a powerful influence on employee engagement and 
commitment.  Some compensation components encourage commitment to 
employees, while others motivate engagement in the job.  Compensation consists of 
financial elements (pay and benefits) but may also include non-financial elements 
such as on-site day care, employee assistance programmes, subsidised cafeterias, 
travel discounts etc.  The most effective compensation plans support your 
organisation’s strategic objectives, for example, if your company hinges on 
innovation, then your compensation system should encourage and reward risk-
taking.  A well designed compensation plan gives your organisation a competitive 
advantage as it helps to attract the best job candidates, motivate them to perform to 
their maximum potential and retain them in the long term (Vance, 2006:16). 
Employees should also be recognised in tangible and immediate ways and 
organisational reward practices should be perceived as fair and competitive.  In 
addition to cash rewards, there should be noncash recognition/incentives for 
outstanding performance.  While competitive pay and cash bonuses are not in and of 
themselves engagement drivers, they should not be so non-competitive as to be de-
motivating.  Recognising individual and group performance in tangible and 
immediate ways enhances an employee’s sense of organisational support.  Non-
monetary rewards, both formal for example additional time off and informal a widely 
distributed memo congratulating or praising a worker are an effective part of a 
reward mix that supports engagement (Sanchez and McCauley, 2006:44-45). 
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2.11 OUTCOMES OF EMPLOYEE ENGAGEMENT 
A meta-analysis conducted by Harter, Schmidt and Keyes (2002), report that 
employee engagement is positively associated with customer satisfaction, customer 
loyalty, productivity and profitability, while it is negatively associated with employee 
turnover.  According to a global workforce study conducted by Towers Perrin (2008), 
firms that employed highly engaged employees enjoyed a spread of more than 5% in 
operating margin and 3% in net margin compared to companies that employed 
highly disengaged workers. 
As employees become more engaged, they find their work more meaningful, self-
fulfilling and inspirational.  Consequently, they become more dedicated, 
concentrated and engrossed in their jobs.  This positive and motivated state of mind 
carries over to how they treat and serve customers (Menguc, Auh, Fisher and 
Haddad, 2012:3).  It seems that engaged employees have an expanded view of their 
job role and reach out to a broader set of activities in their jobs.  At the very least, 
engagement will have a positive effect on how employees handle their in-role duties 
including providing superior service to customers (Menguc et al., 2012:3). 
The Towers Perrin Talent Report (2003) argues that if engagement was once little 
more than a theoretical concept, that time is long gone.  Not only can it now be 
clearly defined and its existence and intensity be measured, its value to an 
organisation can also be demonstrated.  In Figure 12, ten workplace attributes (left) 
have been identified that is considered facilitators of employee engagement.  The 
stronger these attributes are in the workplace, the stronger the level of employee 
engagement.  As engagement rises, two important outcomes become evident:  a 
decline in the likelihood of leaving the company and a stronger orientation around 
meeting customer needs.  The more engaged employees are, the more likely they 
are to put customers at the heart of what they do and how they think about their jobs 
and the less likely they are to leave their company. 
54 
 
Theoretical Overview                                                                                Chapter Two 
 
FIGURE 2.12:  Linkage Framework (Source:  Towers Perrin Talent Report, 
2003:8) 
2.12 CONCLUSION 
This chapter explored the concept of employee engagement and the literature review 
provided insights towards a deeper understanding of the foundations of what has 
become a source of competitive advantage for many businesses today.  Employee 
engagement is influenced by various psychological conditions and is associated with 
positive business outcomes.  The impact on business outcomes, however, depends 
on the presence or absence of key engagement drivers in any organisation’s 
workforce. 
The next chapter will describe the research methodology adopted, in particular, the 
research design and research method followed to attain the research objectives. 
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CHAPTER THREE 
RESEARCH METHODOLOGY 
3.1 INTRODUCTION 
Chapter two provided a theoretical overview of the concept employee engagement 
and discussed several models and key facilitators of employee engagement.  It 
provided deeper insights into the evolution of employee engagement and highlighted 
the current developments and trends in the field. 
This chapter describes the research methodology that was employed in conducting 
the research investigation.  It discusses the selected research design and method 
and provides justification for the chosen techniques and methods.       
3.2 RESEARCH METHODOLOGY 
Research methodology is concerned with the question:  “How should the researcher 
go about finding out knowledge?” (Neale, 2009:19).  It refers to the principles and 
ideas on which researchers base their procedures and strategies/methods for 
implementation and execution of the research study (Holloway and Wheeler, 
2002:4). 
3.2.1 RESEARCH DESIGN 
Research design refers to the plan, structure and strategy of investigation conceived 
to obtain answers to research questions and to control variance (Singh, 2007:63).  In 
other words, the research design details the overall approach to the study and 
entails all the major components of the research (Houser, 2008:183).  The research 
design for this study was quantitative, exploratory, descriptive and contextual in 
nature and was employed to explore and describe the nature and extent of employee 
engagement among nursing employees working in private healthcare. 
3.2.1.1 Quantitative Research 
Quantitative research views the world as objective.  This implies that researchers 
can separate themselves from the phenomena being studied.  In quantitative 
research, the focus in on collecting empirical evidence in which researches quantify 
observations by using numbers to obtain precise measurements that can later be 
statistically analysed (Schmidt and Brown, 2009:14).   
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According to Brink (2006:11), quantitative research focuses on a relatively small 
number of concepts (concise and narrow) and uses structured procedures and 
formal instruments to collect information.  Watson and Coombes (cited in Neale, 
2009:121) state that quantitative surveys aim to describe a population by collecting 
large amounts of factual or categorical information on sufficient numbers of that 
population to provide representative data which can be statistically analysed.  This 
research study was deployed using a quantitative survey design, by means of a 
structured questionnaire, as it aimed to determine the nature and extent of employee 
engagement among nursing employees working in private healthcare. 
3.2.1.2 Exploratory Research  
Exploratory research is conducted to gain insight into a situation, phenomenon, 
community or individual.  The need for such a study could arise out of lack of basic 
information on a new area of interest or in order to get acquainted with a situation so 
as to formulate a problem (De Vos, et al., 2011:95).  In Singh (2007:63) the rationale 
for conducting exploratory research is to explore the research issue and when 
alternative options have not been clearly defined or their scope is unclear.  
Exploratory research explores the issue further and hence, relies more on secondary 
research such as the review of available literature and/or data.  It may be the first 
stage in a sequence of studies.  The answer to a “what” question would constitute an 
exploratory study (De Vos, et al., 2011:95).  This research study aimed to explore 
the concept employee engagement and to understand to what extent nursing 
employees are engaged at work.   
3.2.1.3 Descriptive Research 
Descriptive research presents a picture of the specific details of a situation, social 
setting or relationship and focuses on “how” and “why” questions.  The researcher 
begins with a well-defined subject and conducts research to describe it accurately, 
whereas in exploratory studies, the researcher aims to become conversant with 
basic facts and to create a general picture of conditions (De Vos, et al., 2011:96).  
Singh (2007:63-64) explains that descriptive research enumerates descriptive data 
about the population being studied and does not establish a relationship between 
events.  It is used to describe an event, a happening or to provide a factual and 
accurate description of the population being studied.This research study was 
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descriptive in nature as it aimed at describing, by means of a structured 
questionnaire, the nature and extent of employee engagement among nursing 
employees working in private healthcare.  
3.2.1.4 Context of the Research 
Holloway and Wheeler (2002:11) state that researchers must be sensitive to the 
context of the research and immerse themselves in the setting and situation.  The 
context of participants’ lives or work affects their behaviour and therefore, 
researchers have to realise that the participants are grounded in their history and 
temporality.  The conditions in which they gather the data, the locality, the time and 
history are all important.  The context includes the environment and the conditions in 
which the study takes place as well as the culture of the participants and location 
(Holloway and Wheeler, 2002:34).  This research study was conducted in one of the 
private hospitals located in the Nelson Mandela Metropole.  Nursing employees 
working at the private hospital are specific to the context as they are familiar with the 
company’s structure, management and culture as well the physical environment. 
3.2.2 RESEARCH METHOD 
Research methods are defined as the steps, procedures and strategies that the 
researcher implements for gathering and analysing the data in a research 
investigation (Pilot and Hungler, 1999:707). 
3.2.2.1 Population 
In Bless and Higson-Smith (2000:85) a population is described as the set of 
elements that the research focuses on and to which the results obtained should be 
generalized.The target population is the entire set of subjects that are of interest to 
the researcher that meet the sampling criteria (Houser, 2008:211).  In this research 
study, the research population refers to all nursing employees, regardless of their 
professional registration status, employed by the company while the target 
population refers to all nursing employees employed by the company in one of its 
private hospitals in the Nelson Mandela Metropole.   
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3.2.2.2 Sampling Method and Sample Size 
Singh (2007:88) defines a sample as a finite part of a statistical population whose 
properties are used to make estimates about the population as a whole.  Creswell 
and Plano Clark (2007:112) state that the intent of sampling individuals is to choose 
individuals that are representative of a population so that the results can be 
generalized to that population.  In other words, a sample is a small portion of the 
total set of objects, events or persons from which a representative selection is made 
(Baker, 2003:380).   
Sampling strategies are grouped into two main categories namely, probability and 
non-probability sampling methods.  When using probability sampling, every element 
in the population has an equal chance of being selected for inclusion in the study 
based on randomisation.  In contrast, non-probability sampling does not employ 
random selection of elements and therefore each unit in the population does not 
have an equal chance of being selected for the study (Schmidt and Brown, 
2009:217, 221).  The non-probability sampling strategies include convenience, quota 
and purposive sampling.  For the purposes of this research study, a non-probability, 
convenience sampling method was selected.  In a convenience sampling method, 
the researcher selects elements for inclusion in the sample because they are easily 
accessible and readily available to the researcher.  In view of the geographical 
distance between the researcher (residing in Gauteng) and the target population 
(located in the Eastern Cape) as well as the large number of nursing employees’ on-
duty with each shift, it was decided to use a convenience sampling strategy.  The 
sample population consisted of 99 nursing employees’ on-duty the day of data 
collection. 
To ensure that the groups are comparable on all the characteristics that might 
influence the outcome of the study, groups for inclusion in the research study are 
selected according to pre-specified inclusion criteria (Brink, 2006:96).  The sample 
inclusion criteria are as follows:   
• The participants must have been permanently employed by the company in 
which the study was conducted, and 
• The participants must have been employed for at least six months. 
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3.2.2.3 Data Collection Instrument 
Houser (2008:269) states that the conclusions from a research study will only be as 
good as the data that were used to draw them.  The quantitative, exploratory and 
descriptive nature of this research study favoured the development of a structured, 
self-administered questionnaire as primary data collection instrument.  The New 
Dictionary of Social Work (1995:51) defines a questionnaire as a set of questions on 
a form which is completed by the participant in respect of a research investigation.  
Brink (2006:147) states that questionnaires are a quick way of obtaining data from a 
large group of people and the format is standard for all participants and is not 
dependant on the mood of the interviewer.  The questionnaire used in this research 
study comprised of closed-ended questions that incorporated a five-point Likert scale 
to indicate the level of agreement or disagreement with each statement.  The 
construction of the questionnaire was based on the literature review of secondary 
data as well as adoption and incorporation of the Gallup’s Q12 (Robinson, 2004) to 
measure the level of employee engagement.  The questionnaire was compiled in 
English. 
The questionnaire (Annexure E) was divided into eight sections, namely: Section A 
that constituted the demographic data, Section B that established the understanding 
of the concept employee engagement, Section C that determined the level of 
employee engagement (Adopted from Gallup’s Q12) and sections D to H which 
explored and described leadership behaviours, working conditions, communication, 
training and development and rewards and recognition as facilitators of employee 
engagement respectively.   
3.2.2.4 Pilot Study 
A pilot study is a small study conducted prior to a larger research study to determine 
whether the methodology, sampling, instruments and analysis are adequate and 
appropriate (Bless & Higson-Smith, 2000:155).  According to Mitchell & Jolley 
(2001:13-14) a pilot study helps the researcher to fine-tune the study for the main 
inquiry.  Researchers should never start the main inquiry unless they are confident 
that the chosen procedures are suitable, valid, reliable, effective and free from 
problems and errors, or at least that they have taken all possible precautions to 
avoid any problems that might arise during the study (Sarantakos, 2000:291). 
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Due to the geographical difference between the researcher (residing in Gauteng) 
and the target population (located in the Eastern Cape), five participants from one of 
the company’s private hospitals in Gauteng were selected to participate in the pilot 
study.  The participants participating in the pilot study share the same company 
culture, operational principles and similar working environments than those of the 
actual study.  The pilot study was executed is the same manner as the main 
research study.   No errors or problems emerged from the questionnaire during the 
pilot study.  The data from the pilot study was not included in the analysis for this 
study. 
3.2.2.5 Data Collection Method 
The researcher obtained written permission (Annexure D) from management at the 
private hospital where the empirical study was conducted and a pre-arranged date 
and time for data collection was established in view of the geographical location and 
logistics of data collection in the Eastern Cape.  An informational letter (Annexure A) 
explaining the topic and aims of the study was handed to participants at the first 
encounter.   Informed consent from participants was obtained.  Once participants 
agreed to participate in the study, the researcher distributed the questionnaires in a 
sealed envelope in an orderly manner throughout the 340-bedded hospital visiting 
each department.  It was clear that the participants were not allowed to take the 
questionnaire home and had to complete the questionnaire while on-duty to ensure 
reliability of the findings.  The researcher remained present for 15 minutes in each 
department to clarify any questions before moving to the next department.  
Thereafter, participants could contact the researcher by phone, if required.  Once 
completed, the questionnaires were placed in a sealed envelope and handed to the 
shift leader for collection by the researcher at the end of the shift.   
Data collection was done over a one day period and included all nursing employees 
on-duty for that specific shift.  This technique was implemented as it provided a 
cross-section of the target population and constituted the sample for this research 
study.  A total of 99 nursing employees inclusive of Registered Nurses, Enrolled 
Nurses, Auxiliary Nurses and Care Workers were on-duty and although a total of 99 
questionnaires were distributed, only 95 questionnaires were returned and 5 of these 
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were incomplete.  A total number of 90 questionnaires were available for data 
analysis and interpretation.    
3.2.2.6 Data Analysis 
Brink (2006:170) states that the researcher must choose methods of organising the 
raw data and displaying them in a fashion that will provide answers to the research 
questions.  Brink (2006:171) further explains that data analysis entails categorising, 
ordering, manipulating and summarising the data and describing the data in 
meaningful terms.  The most powerful tool available to the researcher in analysing 
quantitative data is statistics.  Statistical methods enable the researcher to reduce, 
summarize, organise, manipulate, evaluate, interpret and communicate quantitative 
data (Brink, 2006:171).   
After collection of the data, the raw data from the questionnaires were checked and 
edited as well as coded.  Coding refers to assigning numerical codes or numbers to 
raw data for analysis.  This enabled the data to be analysed using computer 
software.  Data collected and analysed is also conveyed by making use of graphics 
such as bar charts, pie diagrams and histograms generated by incorporating 
computerised analysis.  The report of the data analysis is presented in Chapter 4 of 
this study. 
3.3 QUALITY OF RESEARCH 
De Vos, et al., (2011:172) emphasise the importance of accurate measurement 
during a research investigation.  These authors explain that to obtain reliable and 
valid data one must ensure, before implementing the study, that the measurement 
procedures and the measurement instruments to be used have acceptable levels of 
reliability and validity.  Reliability and validity are two of the most important concepts 
in the context of measurement (De Vos, et al., 2011:172).   
3.3.1 Reliability 
Reliability signifies the issue of consistency of measures, that is, the ability of a 
measurement instrument to measure the same thing each time it is used (Singh, 
2007:77).  According to Holloway and Wheeler (2002:251) reliability is also linked to 
replicability, that is, the extent to which the study is repeatable and produces the 
same results when the methodology is replicated in similar circumstances and 
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conditions.  The reliability of a measurement procedure is thus when the same 
instrument is applied at different times or administered to different participants from 
the same population yields the same findings each time (De Vos, et al., 2011:178).  
The researcher improved the reliability of the measuring instrument by increasing the 
number of questions in the questionnaire to measure each variable.  In addition, a 
pilot study was conducted to eliminate any questions that were unclear and to 
assess how well the questionnaire measured what it was intended to measure. 
3.3.2 Validity 
Validity refers to the ability of research to reflect an external reality or to measure the 
concepts of interest.  Questions in a survey are said to have high validity if they 
measure what the researcher intends them to measure.  A distinction is usually 
made between internal and external validity (Elliott, 2005:204).  Researchers should 
be concerned with both external and internal validity.   
Singh (2007:79) states that external validity signifies the extent to which a research 
study can be generalized to other situations.  Elliott (2005:204) supports this 
description and explains that external validity is a measure of how far the findings 
relating to a particular sample can be generalized to apply to a broader population. 
On the other hand, internal validity refers to the true causes, which result in an 
outcome.  In other words, it signifies the rigour with which the study was conducted 
and the extent to which the designers of a study have taken into account alternative 
explanations for any casual relationship they explore (Singh, 2007:79).  Internal 
validity is constituted of four broad sub-categories, but only the two applicable to this 
research study will be discussed below: 
Face validity refers to validity that establishes the fact that the measure apparently 
reflects the content of the concept question.  Face validity is an intuitive process and 
is established by asking other people whether the measure seems to capture the 
concept that is in the focus of attention.  It is essentially an assertion on the part of 
researchers that they have reasonably measured the concept they intended to 
measure (Singh, 2007:79).  The researcher subjected the questionnaire to 
colleagues and experts in the field of human resources management to assess at 
face value if the questionnaire captures the concept.   
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Content validity, as the name suggests, tries to assess whether the content of the 
measurement technique is in consonance with the known literature on the topic.   If 
the researcher has concentrated only on some dimensions of a construct of concept, 
then it is believed that other indicators were overlooked and thus the study lacks 
content validity (Singh, 2007:79).  The researcher conducted an in-depth literature 
review prior to embarking on the research study.  The questionnaire was subjected 
to the approval of the researcher’s supervisor, an expert in the field of human 
resources management. 
3.4 ETHICAL CONSIDERATIONS 
Miller (2007:165) states that research must always meet two criteria:  scientific merit 
and ethical soundness.  Values indicate what is good and desirable, while both 
ethics and morality deal with matters of right and wrong (Babbie, 2001:470).  De 
Vos, et al., (2011:114) define ethics as a set of moral principles that are suggested 
by an individual or group and are subsequently widely accepted, and offer rules and 
behavioural expectations about the most correct conduct towards experimental 
subjects and respondents, employers, sponsors, other researchers, assistants and 
students.  Ethical guidelines also serve as standards and as the basis on which each 
researcher ought to evaluate his own conduct (De Vos, et al., 2011:114).  Brink 
(2006:30) explains that failure to do so undermine the scientific process and may 
have negative consequences. 
3.4.1 Informed Consent 
Obtaining informed consent implies that all possible or adequate information on the 
goal of the investigation, the procedures that will be followed during the investigation, 
the possible advantages, disadvantages and dangers to which the respondents may 
be exposed, as well as the credibility of the researcher, be rendered to potential 
subjects or their legal representatives (De Vos, et al., 2011:117).  Miller (2007:170) 
states that participation in research must be voluntary.  No one can by studied 
without his or her knowledge, no one can be forced to be a participant in a study, 
and no one can be forced to continue in a study. 
The participants were given an informational letter describing the nature and extent 
of the research study (Annexure A).  After reading the informational letter, those 
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willing to participate gave written consent to voluntary participation in the study 
(Annexure B).  Permission from management (Annexure D) of the hospital where the 
study was conducted was obtained prior to conducting the research study. 
3.4.2 Privacy 
Privacy is the right an individual has to determine the time, extent, and general 
circumstances under which private information will be shared with or withheld from 
others (Burns & Grove, 1997:203).  Every precaution should be taken to respect the 
privacy of the participant and to minimize the impact of the study on the participant’s 
physical and mental integrity and on the personality of the participant.  The 
researcher ensured privacy by not sharing private information gathered while 
conducting the study without the individual’s knowledge or against his or her will. 
3.4.3 Anonymity and Confidentiality 
Based on the right to privacy, the research participant has the right to anonymity and 
the right to assume that the data collected will be kept confidential.  Anonymity exists 
if the participant’s identity cannot be linked to his or her individual responses.  
Confidentiality is the researcher’s management of private information shared by a 
participant (Burns & Grove, 1997:204).  The researcher ensured anonymity and 
confidentiality by assigning case numbers instead of names to reference the 
questionnaire.  Completed questionnaires were also placed in a sealed envelope 
thus protecting the participant’s identity.  The content of the participants’ 
questionnaires will not be divulged and the analyzed questionnaires will be kept in a 
safe place for a period of five years, thereafter the questionnaires will be destroyed. 
3.4.4 Choice to Withdraw 
The right to self-determination implies that individuals have the right and competence 
to evaluate available information, weigh alternatives against one another, and make 
their own decisions (De Vos et al, 2002:67).  Participants were reassured that their 
participation was voluntary and that personal withdrawal from the study will have no 
implications. 
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3.5 CONCLUSION 
This chapter discussed the research design and method that was implemented in the 
execution of the research study.  It also addressed the measurement of quality of the 
research findings as well as the ethical principles that were applied during the 
research investigation. 
In the next chapter, the empirical data obtained from the survey is analysed and 
interpreted.  It also provides graphical representations of the research findings.  
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CHAPTER FOUR 
DATA ANALYSIS AND INTERPRETATION OF FINDINGS 
4.1 INTRODUCTION 
In chapter three the research design and method for conducting the investigation 
were discussed.  In chapter four, the researcher focuses on the analysis of data 
collected during the empirical component of the study. 
4.2 SAMPLE POPULATION 
Data were collected from all categories of nursing employees working in one of the 
private hospitals in the Nelson Mandela Metropole which is owned and managed by 
one of the private healthcare groups operating in South Africa.  A total of 99 
participants were available on the day of data collection and were included in the 
study.  Of the 99 participants identified and included in the study, only 95 participants 
returned the questionnaire, thus representing a return rate of 96 per cent.  However, 
5 questionnaires were incomplete and excluded from the analysis, hence a response 
rate of 91 per cent.   
4.3 DATA ANALYSIS APPROACH 
Data were analysed by incorporating computerised software and statistical 
applications with the assistance of a statistician.  From the data, descriptive statistics 
were calculated to determine measures of central tendency, frequency distribution 
and cross-tabulation of data to assess the significance of any possible inter-
relatedness of any of survey items.  In reporting the results, the findings represent 
the total sample of n=90.  In some instances only percentages are used to report on 
the data while in most instances, the researcher reflects on both the frequency 
distribution and corresponding percentage for each survey item.  The results are 
derived from data analysed from the questionnaire that include the following: 
• Section A, relates to the demographic data of participants and consists of 4 
survey items, 
• Section B, explores the participants’ understanding of employee engagement and 
consists of 5 survey items, 
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• Section C, assessed the degree of employee engagement and consists of 12 
survey items, and 
• Sections D to H, explored leadership behaviours, working environment, 
communication, training and development and rewards and recognition as 
facilitators of employee engagement which consist of 5 survey items respectively.    
 
4.4 SECTION A:  DEMOGRAPHIC DATA 
Section A of the questionnaire consisted of survey items related to the demographics 
of the participants and obtained data associated with gender, age, nursing category 
and length of service. 
4.4.1 Gender 
This survey item determined the gender of the participants that was used during 
cross tabulation of data against the five facilitators of employee engagement and the 
results are presented in Table 4.1.  Of the 90 participants, 87 (96.7 per cent) were 
female and 3 (3.3 per cent) were male.  The findings are insignificant as nursing is 
considered a female dominated profession.  These findings are also in keeping with 
statistics published in 2011 on the website of the South African Nursing Council 
(SANC) related to the geographical distribution of nursing manpower.  In the Eastern 
Cape, a total of 22 015 female nurses and 2 398 male nurses are currently 
registered with SANC thus supporting the notion that nursing is a female dominated 
profession. 
Table 4.1:  Gender 
GENDER Frequency Percent Valid Percent Cumulative Percent 
Valid Male 3 3.3 3.3 3.3 
Female 87 96.7 96.7 100.0 
Total 90 100.0 100.0  
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4.4.2 Age 
The age distribution of participants ranged from 20 to older than 60 years and is 
presented in Table 4.2.  Of the 90 participants, 34.4 per cent were aged between 20 
to 30 years while 31.4 per cent were aged 31 to 40 years.  Twenty three per cent of 
the participants were aged 41 to 50 years, 8.9 per cent were aged between 51 to 60 
years and 2.2 per cent were older than 60 years.  The majority of participants (34.4 
per cent) were aged 20 to 30 years.  These findings are insignificant and correspond 
with statistics published on the website of SANC during 2011 that relates to the age 
distribution of persons on the registers and rolls (SANC, 2011). 
Table 4.2:  Age 
 
AGE Frequency Percent Valid Percent Cumulative Percent 
Valid 20 - 30 years 31 34.4 34.4 34.4 
30 - 40 years 28 31.1 31.1 65.6 
40 - 50 years 21 23.3 23.3 88.9 
50 to 60 years 8 8.9 8.9 97.8 
Older than 60 years 2 2.2 2.2 100.0 
Total 90 100.0 100.0  
 
4.4.3 Nursing Category 
This survey item required participants to indicate their nursing category and is 
presented in Table 4.3.  Currently four common categories of nurses are known and 
these include Registered Nurses, Enrolled Nurses, Assistant Nurses and Care 
Workers.  Only 3 of these categories are formally recognised by the SANC and 
training of these health professionals ranges from 3 months to 4 years.  The sample 
consisted of 47.8 per cent Registered Nurses, 16.7 per cent Enrolled Nurses, 24.4 
per cent Assistant Nurses and 11.1 per cent Care Workers.  The majority of 
participants (47.8 per cent) were Registered Nurses which comprises the top-end of 
the organogram in this profession.  According to statistics published by SANC in 
2011, the largest category of nurses on the registers is Registered Nurses, followed 
by Assistant Nurses and then Enrolled Nurses.  No data on Care Workers were 
available.   
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Table 4.3:  Nursing Category 
CATEGORY Frequency Percent Valid Percent Cumulative Percent 
Valid Registered Nurse 43 47.8 47.8 47.8 
Enrolled Nurse 15 16.7 16.7 64.4 
Assistant Nurse 22 24.4 24.4 88.9 
Care Worker 10 11.1 11.1 100.0 
Total 90 100.0 100.0  
 
4.4.4 Length of Service 
This survey item aimed at revealing the participants length of service with the 
organisation which was used during cross tabulation of the data and is presented in 
Table 4.4.  The data revealed that 15.6 per cent of participants worked for the 
company for less than 1 year, 35.6 per cent were employed for 1 to 3 years and 21.1 
per cent were employed for 4 to 6 years.  Ten of the participants (11.1 per cent) 
worked for the company for 7 to 10 years, 5.6 per cent of participants worked for 11 
to 15 years while 11.1 per cent of participants were in service for more than 15 
years.  The majority of participants (35.6 per cent) were working for the company for 
1 to 3 years. 
Table 4.4:  Length of Service 
LENGTH OF SERVICE 
Frequency Percent Valid Percent Cumulative Percent 
Valid Less than 1 year 14 15.6 15.6 15.6 
1 to 3 years 32 35.6 35.6 51.1 
4 to 6 years 19 21.1 21.1 72.2 
7 to 10 years 10 11.1 11.1 83.3 
11 to 15 years 5 5.6 5.6 88.9 
More than 15 years 10 11.1 11.1 100.0 
Total 90 100.0 100.0  
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4.5 SECTION B:  UNDERSTANDING OF EMPLOYEE ENGAGEMENT 
This section of the questionnaire comprised of 5 survey items which were aimed at 
exploring the participants’ knowledge and understanding pertaining to the concept of 
employee engagement and if they could identify with some of the characteristics of 
an engaged employee (see chapter 2, section 2.7).  In this section of this 
questionnaire, participants had to indicate whether the statements are true or false 
relating to employee engagement.  The results for each question in this section of 
the questionnaire will be reported on separately as well as the cumulative 
frequencies to establish an overall score for this section.   
4.5.1 An engaged employee is willing to go the extra mile for the customer or 
employer 
For the first statement, 92.2 per cent of the participants agreed that it is true of an 
engaged employee to go the extra mile for the customer or employer while 7.8 per 
cent indicated that this statement is false and is presented in Figure 4.1. 
 
Figure 4.1:  An engaged employee is willing to go the extra mile for the 
customer or employer  
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customer or employer  
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4.5.2 Experiences at work influence employee engagement 
In the second statement, 90 per cent of participants indicated that experiences at 
work influence employee engagement while ten per cent of the participants did not 
agree with this statement.  The findings are presented in Figure 4.2. 
 
Figure 4.2:  Experiences at work influences employee engagement 
4.5.3 Employee engagement is my responsibility as an employee 
From the data on the third statement, 91.1 per cent of participants indicated that 
employee engagement is their responsibility as an employee while 8.9 per cent 
indicated that this statement is incorrect.  The findings are presented in Figure 4.3. 
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Figure 4.3:  Employee engagement is my responsibility as an employee 
4.5.4 To be engaged means to be aware of important business issues 
affecting my organisation 
For the fourth statement, 94.4 per cent of participants indicated that it is true for 
engaged employees to be aware of important business issues affecting the 
organisation while 5.6 per cent of participants indicated that the statement is false.  
The findings are presented in Figure 4.4. 
 
Figure 4.4:  To be engaged means to be aware of important business issues 
affecting my organisation 
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4.5.5 Employee engagement is defined as the cognitive, emotional and 
behavioural state of employees directed toward desired organisational 
success 
The last statement in this section revealed that 94.4 per cent of participants indicated 
that employee engagement consists of a cognitive, emotional and behavioural 
component while 5.6 per cent of participants indicated that this statement is 
incorrect.  The findings are presented in Figure 4.5. 
 
Figure 4.5:  Employee engagement is defined as the cognitive, emotional and 
behavioural state of employees directed toward organisational 
success 
In combining the cumulative frequencies for this section of the questionnaire, the 
researcher established that 92.4 per cent of participants understood the concept of 
employee engagement and could therefore identify with some of the characteristics 
of an engaged employee.  On the other hand, 7.6 per cent of participants 
demonstrated a knowledge deficit relating to employee engagement.  These findings 
are encouraging as it reveals that the majority of nursing employees are familiar with 
the concept. 
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4.6 SECTION C:  DEGREE OF EMPLOYEE ENGAGEMENT 
This section of the questionnaire aimed at answering the main problem of the 
research study and required participants to respond to twelve statements relating to 
their workplace environment.  The twelve statements were adapted from the Gallup 
Organisation’s Q 12 survey that is designed to measure employee engagement.   
The approach to analysing this section of the questionnaire was two-fold.  In the first 
instance, each survey item was analysed separately to ascertain the participants’ 
opinions on the absence or presence of factors that influence employee engagement 
in the workplace and is presented in Figure 4.6.  In Figure 4.6, the cumulative 
frequencies for each statement are depicted and discussed in a sequential manner.  
Secondly, to establish the overall degree of employee engagement among nursing 
employees, the findings of all 12 survey items were combined to describe the extent 
of engagement and are presented in Table 4.5 and Figure 4.7. 
Statement 1 (Figure 4.6), assessed if participants were aware of what is expected 
from them at work.  The data revealed that the majority of participants, 93.3 per cent, 
agreed or strongly agreed to know what is expected from them in the workplace.  
Only 4.4 per cent of participants indicated that they do not know what is expected of 
them at work while 2.2 per cent neither agreed nor disagreed.   
In statement 2 (Figure 4.6), participants were required to reflect on the availability of 
materials and equipment to complete their work effectively.  Eighty per cent of the 
responses confirmed that the necessary materials and equipment are present in the 
workplace to perform effectively.  Ten per cent of the participants disagreed or 
strongly disagreed to being effectively equipped to perform their work while the 
remaining 10 per cent neither agreed nor disagreed with the statement.   
From statement 3 (Figure 4.6), participant’s opinions on their individual contribution 
to the company was assessed by questioning if they have the opportunity at work to 
do what they do best every day.  The widely held response indicates that 71.1 per 
cent of the participants agreed or strongly agreed that they have the opportunity to 
do what they do best every day at work.  Only 16.6 per cent of the responses 
indicated that they do not have the opportunity at work to do what they do best while 
12.2 per cent neither agreed nor disagreed. 
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Figure 4.6:  Degree of Employee Engagement (Gallup Q 12) 
Statement 4 (Figure 4.6), measured if participants received recognition or praise for 
doing good work in the past 7 days.  From the data, 47.8 per cent of participants 
agreed or strongly agreed to having received recognition or praise in the last 7 days.  
A relatively larger percentage (42.2 per cent) of participants indicated that they did 
not receive any recognition or praise for good performance in the past seven days.  
Ten per cent of participants remained impartial and neither agreed nor disagreed. 
In statement 5 (Figure 4.6), participants were tested to evaluate if their manager or 
someone at work cared about them as an individual.  The majority of participants 
(64.5 per cent) professed to feel being cared for as a person.  Fifteen per cent of the 
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participants responded negatively while 20 per cent remained neutral on this 
statement.   
From statement 6 (Figure 4.6), participants were required to indicate if someone at 
work encouraged their development.  Seventy per cent of participants responded 
positively to this statement while 16.7 per cent disagreed or strongly disagreed with 
the statement that someone at work encouraged their development.  The remaining 
13.3 per cent of responses were impartial.   
Statement 7 (Figure 4.6), examined the perceptions of participants at work with 
regard to the importance of their opinion.  Forty per cent of the participants indicated 
that they perceive their opinion to count at work while 26.7 per cent disagreed or 
strongly disagreed with this statement.  A large number of participants (33.3 per 
cent) neither agreed nor disagreed. 
In statement 8 (Figure 4.6), participants had to evaluate if the mission or purpose of 
the company makes their job feel important.  Most of the participants (61.1 per cent) 
indicated that they feel their jobs are important because of the mission or purpose of 
the company.  About fifteen per cent of participants responded negatively to this 
statement while 23.3 per cent remained neutral. 
Statement 9 (Figure 4.6), assessed if participants regarded their colleagues as being 
committed to doing quality work.  Sixty one per cent of responses regarded 
colleagues as committed to quality work while 17.7 per cent of participants indicated 
that they do not feel that their colleagues are committed to doing quality work.  
Twenty one per cent of participants neither agreed nor disagreed with this statement. 
From statement 10 (Figure 4.6), participants had to specify if they have a best friend 
at work.  The majority of participants (41.1 per cent) acknowledged that they have a 
best friend at work while 35.5 per cent of responses showed that they do not have a 
best friend at work.  The number of participants that neither agreed nor disagreed 
were 23.3 per cent. 
Statement 11 (Figure 4.6), determined if participants received feedback on their 
progress at work in the last six months.  An overwhelming response (71.1 per cent) 
from participants agreed or strongly agreed with this statement.  Twenty one per cent 
of participants indicated that they did not receive any feedback on their progress in 
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the past six months while only a small percentage (7.8 per cent) of participants 
remained impartial. 
In statement 12 (Figure 4.6), opportunities to learn and grow at work in the past year 
were tested.  The majority of participants (70 per cent) responded positively to 
having had opportunities to learn and grow at work.  Twenty per cent of the 
participants indicated that they disagreed or strongly disagreed with this statement 
while 10 per cent of the participants remained neutral.  
Forbringer (2002:1) explains that these 12 statements are special because of their 
ability to differentiate and despite not capturing everything you may want to know 
about your workplace, they do capture the most important information as they 
measure the core elements such as, basic needs, management support, teamwork 
and growth that are needed to attract, focus and keep the most talented employees.  
In addition to measuring the core elements that form the foundation of a strong and 
productive workplace the ratings of all 12 statements can be combined to calculate 
the overall degree of employee engagement.  In Table 4.5, the cumulative 
frequencies for each of the 12 statements were combined to calculate an overall 
score of employee engagement.   
Table 4.5:  Cumulative Frequencies:  Degree of Employee Engagement 
Cumulative Frequencies:  Degree of 
Employee Engagement Frequency Percent Valid Percent 
Cumulative 
Percent 
Valid Strongly disagree 78 7.9 7.9 7.9 
Disagree 126 12.7 12.9 19.7 
Neither agree nor disagree 155 15.7 15.8 35.5 
Agree 437 44.1 44.6 80.2 
Strongly Agree 194 19.6 19.8 100.0 
Total 990 100.0 100.0   
Total 990 100.0     
 
The combined results were allocated into three categories namely, favourable 
responses that represent a combination of ‘agree and strongly agree’ responses, 
unfavourable responses that represent a combination of ‘disagree and strongly 
disagree’ responses and neutral responses that represents ‘neither agree nor 
disagree’ responses.The combined data show a total of 63.7 per cent favourable 
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responses, 20.6 per cent unfavourable responses and 15.7 per cent neutral 
responses which is presented in Figure 4.7.  From this analysis, it is evident that the 
majority of participants (63.7 per cent) are engaged in the workplace.  However, 
obtaining ‘agree and strongly agree’ responses from these 12 statements should be 
among a manager’s most important responsibilities.  Therefore, to accomplish this, 
managers have to be able to set consistent expectations for all employees but at the 
same time treat each individual differently.  Managers have to be able to make each 
person feel as though he/she is in a role that uses their talents while simultaneously 
challenging them to grow.  Furthermore, managers have to care about each person, 
praised each person and if necessary, terminate a person you have cared about and 
praises.  These goals appear to be contradictory but great managers find ways to 
create a workplace that allows them to be coexisting priorities (Forbringer, 2002:2).  
 
Figure 4.7:  Degree of Employee Engagement 
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4.7 SECTION D:  LEADERSHIP BEHAVIOURS 
Organisations need visionary leaders who are able to create a culture of 
engagement to maintain employee trust, drive optimal levels of productivity, increase 
overall satisfaction and retention as well as being able to position the organisation for 
success (Wiley 2010:47). 
Section D of the questionnaire required participants to answer statements that 
evaluated leadership behaviours that could possibly serve as a catalyst for enhanced 
levels of employee engagement.  The findings are derived from the questionnaire 
using a five point lickert scale with the following categories:  1 = strongly disagree, 2 
= disagree, 3 = neither agree/disagree, 4 = agree and 5 = strongly agree.  
4.7.1 My organisation’s leadership inspire confidence and support employees 
From the data that was analysed, 46.7 per cent of participants agreed that the 
organisation’s leadership inspire confidence among employees as well as support 
their employees while 5.6 per cent strongly agreed with this statement.  Close to 
nineteen per cent of participants disagreed with this statement while 4.4 per cent 
strongly opposed this view.  Twenty three percent remained neutral in their response 
on this statement.  From the aforementioned findings, it is evident that the majority of 
participants (52.3 per cent)responded favourably to the statement and indicated that 
the organisation’s leadership inspire confidence among its employees and provide 
the necessary support to their employees.  The findings are depicted in Figure 4.8. 
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Figure 4.8:  My organisation’s leadership inspire confidence and support 
employees 
4.7.2 My organisation’s leadership has a motivating vision 
In this section, participants were required to evaluate the vision of the organisation’s 
leadership.  The results show that the majority of participants (51.1 per cent) agreed 
that the organisation’s leadership has a motivating vision and 8.9 per cent of 
participants strongly agreed with this statement signifying the presence of a clear 
and strong vision within the organisation.  Fourteen per cent of the participants 
disagreed while 4.4 per cent strongly disagreed that the organisation’s vision 
motivates them.  Twenty percent of participants remained impartial on this 
statement.  The results are presented in Figure 4.9. 
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Figure 4.9:  My organisation’s leadership has a motivating vision 
4.7.3 I trust my organisation’s leadership 
This question was asked to determine if participants had trust in the leadership of the 
organisation.  The findings revealed that 41.1 per cent of the responses agreed that 
they have trust in the organisation’s leadership while 7.8 per cent of participants 
strongly agreed with this statement.  Thirteen per cent of participants indicated that 
they disagreed with this statement while 2.2 per cent strongly disagreed to having 
trust in the organisation’s leadership.  Thirty four percent remained neutral.  The 
findings are presented in Figure 4.10.    
 
Figure 4.10:  I trust my organisation’s leadership   
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4.7.4 My organisation’s leadership is visible and transparent in decision-
making 
This statement aimed at exploring if current leadership is visible to employees and if 
they are transparent in their decision-making.  The findings indicated that the 
majority of participants (38.9 per cent) remained impartial and did not agree nor 
disagreed with this statement.  Thirty three per cent of the participants agree that the 
organisation’s leadership is visible and transparent in their decision-making while 6.7 
per cent strongly agreed with this statement.  Sixteen percent of the participants 
disagreed with the statement and 3.3 per cent strongly disagreed that the 
organisation’s leadership is visible and transparent in their decision-making.  The 
findings are shown in Figure 4.11. 
 
Figure 4.11:  My organisation’s leadership is visible and transparent in 
decision-making  
4.7.5 My manager demonstrates a genuine believe that I am important to the 
organisation 
This statement was asked to determine if line managers demonstrate a genuine 
belief in the importance of their employees to the success of the organisation.  The 
results show that 42.2 per cent of participants agreed with this statement and 18.9 
per cent strongly agreed which indicates that line mangers justly demonstrates to 
employees that they are important to the success of the organisation.  Ten per cent 
of the participants disagreed with this statement while 3.3 per cent of the participants 
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strongly disagreed.  Twenty four percent of the responses remained neutral and did 
not agree nor disagreed.  The results are depicted in Figure 4.12.   
 
Figure 4.12:  My manager demonstrates a genuine belief that I am important to 
the organisation  
From the findings pertaining to leadership behaviours it can be concluded that most 
of the participants are indifferent regarding the statements in the questionnaire as 
indicated by a mean score of 3.41.  While this is true for most participants, the 
researcher identified a tendency of participants older than 60 years of age to be 
more inclined to perceiving the organisation’s current leadership worthy of being 
followed with a mean score of 4.5 for that specific age group.   
4.8 WORKING ENVIRONMENT 
Vance (2006:10) state that managers who are able to provide enriched work (jobs 
that are high in meaningfulness, variety, autonomy and co-worker trust) stimulate 
engagement and enthusiasm in their employees.   
Section E of the questionnaire related to factors in the participants working 
environment which assessed the working conditions as a possible facilitator 
ofgreater levels of employee engagement.  The findings are derived from the 
questionnaire using a five point lickert scale with the following categories:  1 = 
strongly disagree, 2 = disagree, 3 = neither agree/disagree, 4 = agree and 5 = 
strongly agree.    
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4.8.1 I have control over my work 
In this section, participants had to indicate to which extent they belief they have 
control over their work.  The majority of participants (42.2 per cent) indicated that 
they have control over their work while 16.7 per cent strongly agreed with this view.  
Fourteen per cent of the participants disagreed with this statement while 2.2 per cent 
strongly disagreed and rejected that they have control over their work.  Twenty four 
percent remained impartial on this statement.  The results are displayed in Figure 
4.13. 
 
Figure 4.13:  I have control over my work 
4.8.2 I am part of decision-making in matters that relates to my work and I am 
encouraged to use my thinking skills 
This statement aimed at exploring if participants are part of the decision-making 
process in matter relating to their work.  The majority of participants (44.4 per cent) 
agreed that they are part of decision-making while 7.8 per cent of the responses 
strongly agreed to this statement.  Almost eighteen per cent of participants disagreed 
with this statement while 4.4 per cent strongly disagreed.  Twenty five percent 
remained neutral and neither agreed nor disagreed.  The findings are depicted in 
Figure 4.14. 
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Figure 4.14:  I am part of decision-making in matters that relates to my work 
and I am encouraged to use my thinking skills 
4.8.3 I have enough time to complete my work to the best of my abilities 
In this question, the majority of participants (32.2 per cent) remained impartial and 
did not agree nor disagreed with this statement.  Seventeen per cent of participants 
agree that they have enough time to complete their work to the best of their abilities 
while 13.3 per cent strongly agreed with this view.  Twenty four per cent of 
participants disagreed with the statement and 12.2 per cent strongly disagreed.  The 
findings are presented in Figure 4.15. 
 
Figure 4.15:  I have enough time to complete my work to the best of my 
abilities 
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4.8.4 At work I am treated with respect 
This statement was asked to establish if participants were treated with respect at 
work.  From the results, shown in Figure 4.16, it is evident that the majority of 
participants (52.2 per cent) agreed with this statement while 11.1 per cent strongly 
agreed that indicates that they are treated with respect at work.    Fourteen per cent 
of the participants indicated that they disagreed with this statement while 5.6 per 
cent of the responses strongly disagreed with being treated with respect at work.  
Sixteen percent of the participants remained neutral and neither agreed nor 
disagreed with this view.   
 
Figure 4.16:  At work I am treated with respect 
4.8.5 There is a balance between the time I spent at work and the time I spent 
at home 
Form this statement the researcher aimed at establishing whether a work-life 
balance exist among participants.  From the results, presented in Figure 4.17, the 
majority of responses (41.1 per cent) agreed while 5.6 per cent strongly agreed to 
have a work-life balance.  A larger number of participants (26.7 per cent) disagreed 
with this statement while 13.3 per cent strongly disagreed.  Thirteen percent 
remained neutral on this statement.   
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Figure 4.17:  There is a balance between the time I spent at work and the time I 
spent at home 
In calculating measures of central tendency, the mean score for this section was 
3.27.  It can be inferred that the participants were indifferent on this section of the 
questionnaire.  Once again, the age group of older than 60 years demonstrated to be 
more supportive of their working environment with a calculated means score of 4.4 
for this section of the questionnaire.      
4.9 COMMUNICATION 
In Sanchez and McCauley (2006:45) the key elements of successful communication 
in companies with highly engaged employees are that organisational culture is built 
on an open two-way exchange of information, communication is planned, 
supervisors are active participants in the cascade of information, there is a full mix of 
media to reach all levels of the organisation and supervisors are given 
communication training. 
Section F of the questionnaire explored communication in the organisation by 
requesting participants to indicate to which degree they agreed or disagreed with 
statements pertaining to communication.  The findings are derived from the 
questionnaire using a five point lickert scale with the following categories:  1 = 
strongly disagree, 2 = disagree, 3 = neither agree/disagree, 4 = agree and 5 = 
strongly agree.    
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4.9.1 My organisation’s leadership communicates by clear and honest 
communication 
For this statement, the results revealed 42.2 per cent of participants agreed that 
leadership communicates effectively while 6.7 per cent strongly agreed with this 
statement.  Close to nineteen per cent of responses indicated that they did not agree 
while 3.3 per cent strongly disagreed with this statement.  Twenty eight percent 
remained neutral and neither agreed nor disagreed.  Figure 4.18 displays the results 
for this question.   
 
Figure 4.18:  My organisation’s leadership communicates by clear and honest 
communication 
4.9.2 My manager encourages open, two-way communication in our 
department 
This statement aimed at exploring the opinions of participants relating to 
communication in their department with specific reference to their line manager.  The 
majority of participants (61.1 per cent) agreed that their managers encourage open, 
two-way communication and 8.9 per cent strongly agreed with this statement.  
Almost nine per cent of the responses indicated that they did not agree with this view 
while 1.1 per cent strongly disagreed with this statement.  Twenty percent remained 
impartial on this question.  The findings are presented in Figure 4.19 
Strongly
Disagree Disagree
Neither
agree/disagr
ee
Agree StronglyAgree
Percentage 3.3 18.9 28.9 42.2 6.7
Frequency 3 17 26 38 6
0
5
10
15
20
25
30
35
40
45
My organisation's leadership communicates by clear and 
honest communication 
89 
 
Data Analysis and Interpretation of Findings                                            Chapter Four 
 
 
Figure 4.19:  My manager encourages open, two-way communication in our 
department 
4.9.3 Leadership’s communication is in keeping with their actions and 
behaviours 
This statement aimed at evaluating whether leadership’s communication is in 
keeping with their actions and behaviours.  From the results, shown in Figure 4.20, 
forty six per cent of participants agreed that leadership’s communication is in 
keeping with their actions and behaviours while 4.4 per cent strongly agreed with this 
statement.    Fourteen per cent of the participants indicated that they disagree with 
this view while 5.6 per cent strongly disagreed.  Twenty eight percent of participants 
remained neutral and neither agreed nor disagreed.   
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Figure 4.20:  Leadership’s communication is in keeping with their actions and 
behaviours  
4.9.4 In my department, we have regular meetings/feedback sessions on 
important aspects of the organisation 
The findings, presented in Figure 4.21, revealed an overwhelming favourable 
response to this statement with 58.9 per cent of participants indicating that they have 
regular meetings or feedback sessions in their departments.  Twelve per cent on the 
participants strongly agreed with the statement indicating that regular contact and 
discussion on organisational matters do occur.  Twelve per cent of the participants 
disagreed with this statement and 2.2 per cent strongly disagreed.  Fourteen per 
cent remained impartial on this statement.   
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Figure 4.21:  In my department we have regular meetings/feedback session on 
important aspects of the organisation 
4.9.5 My manager really listens to me when I communicate with him/her 
Fifty eight per cent of participants agreed that their manager listens attentively when 
they communicate with them and 16 per cent strongly agreed with this statement.  
The results indicate that ten per cent of participants disagreed with this statement 
while 2.2 per cent strongly disagreed.  Twelve percent remained neutral and neither 
agreed nor disagreed.  The findings are presented in Figure 4.22.   
 
Figure 4.22:  My manager really listens to me when I communicate with him/her 
From the results is can be concluded that most of the participants agreed that good 
communication practices are in place within their departments and that managers 
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are meeting criteria for effective communication.  This inference is supported by a 
mean score of 3.54.  The mean score for the age group older than 60 years was 
calculated at 3.84 and would therefore appear that they are more inclined to agree 
with current communication practices within the organisation.   
4.10 TRAINING AND DEVELOPMENT 
Learning opportunities are described in terms of having three dimensions of learning 
on the job namely, opportunities to learn new things on the job, having a job that 
requires one to be creative and being able to influence what happens on the job. 
Section G of the questionnaire explored training and development within the 
organisation as a facilitator of employee engagement.  Participants were required to 
indicate to which degree they agreed or disagreed with statements pertaining to 
training and development.  The findings are derived from the questionnaire using a 
five point lickert scale with the following categories:  1 = strongly disagree, 2 = 
disagree, 3 = neither agree/disagree, 4 = agree and 5 = strongly agree.    
 
4.10.1 In my department, all new appointments go through an orientation and 
induction programme 
From the results, depicted in Figure 4.23, the majority of participants (54.4 per cent) 
indicated that all new appointments go through an orientation and induction 
programme while 28.9 per cent of the responses strongly agreed.  Only a small 
percentage of participants responded negatively to this statement.  Eleven percent 
remained neutral and neither agreed nor disagreed.   
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Figure 4.23:  In my department, all new appointments go through an 
orientation and induction programme 
4.10.2 My organisation invests the time and money in my development to 
better the service we deliver 
From this statement the researcher aimed at exploring if participants perceived the 
organisation as one that invests the time and money in their development to improve 
on the level of service delivery.  The results, displayed in Figure 4.24, revealed that 
fifty per cent of the participants agreed that the organisation invests the time and 
money in their development to better the service they deliver while 12.2 per cent 
strongly agreed with this statement.  Nearly eight per cent disagreed with this 
statement while 5.6 per cent strongly disagreed.  Twenty four percent remained 
neutral on this statement. 
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Figure 4.24:  My organisation invests the time and money in my development 
to better the service I deliver 
4.10.3 In my organisation, continuous training helps us respond and adapt to 
change quickly 
The competitiveness of any organisation will be impacted by how quick they can 
respond and adapt to changes in the environment.  In this question, participants had 
to indicate to which extent they agree or disagree with this statement.  The results, 
shown in Figure 4.25, demonstrate that 51.1 per cent of participants agreed that 
continuous training help them respond and adapt to change quickly while 14.4 per 
cent strongly agreed with this view.  A mere 7.8 per cent disagreed with this 
statement while only 3.3 per cent of participants strongly disagreed with this view.  
Twenty three percent remained neutral on this statement. 
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Figure 4.25:  In my organisation, continuous training helps us respond and 
adapt to change quickly 
4.10.4 My organisation is known for training and developing employees 
In Figure 4.26, the results demonstrate that fifty two per cent of participants agreed 
that their organisation is known for training and developing employees while 15.6 per 
cent of participants strongly agreed with this statement.  Only a small number of 
participants disagreed or strongly disagreed with this statement.  Eighteen per cent 
remained impartial and neither agreed nor disagreed. 
 
Figure 4.26:  My organisation is known for training and developing employees 
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4.10.5 Training provided by my organisation develops my self-confidence in 
doing my work 
The results to this statement revealed that 57.8 per cent of participants agreed that 
training provided by the organisation enhanced their self-confidence in doing their 
work while 12.2 per cent of participants strongly agreed with the statement.  Five per 
cent of participants disagreed with this statement while 6.7 per cent strongly 
disagreed.  Seventeen per cent remained neutral on this statement.  The results are 
presented in Figure 4.27. 
 
Figure 4.27:  Training provided by my organisation develops my self-
confidence in doing my work 
In calculating measure of central tendency, a mean score of 3.7 indicated that most 
of the participants agreed that training and development within the organisation 
benefited them in some way.  Interestingly, Registered Nurses in the age group 20 to 
30 years were more inclined to agree with a mean score of 3.86.  This could be as a 
result of being newly qualified and inexperienced and therefore requires the training 
and development to enhance their self-confidence and clinical judgement.  
4.11  REWARDS AND RECOGNITION 
The significance of rewards and recognition in moving the needle of employee 
engagement is a contentious subject.  Sanchez and McCauley (2006:45) argue that 
while competitive pay and cash bonuses are not in and of themselves facilitators of 
engagement, they should not be so non-competitive as to be demotivating. 
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Section H of the questionnaire explored rewards and recognition within the 
organisation as a possible facilitator of employee engagement.  Participants were 
required to indicate to which degree they agreed or disagreed with statements 
pertaining to rewards and recognition.  The findings are derived from the 
questionnaire using a five point lickert scale with the following categories:  1 = 
strongly disagree, 2 = disagree, 3 = neither agree/disagree, 4 = agree and 5 = 
strongly agree.  
4.11.1 My manager praises good work on a regular basis in our department 
This survey item aimed at establishing if good performance are recognised and 
praised on a regular basis by the participants’ line managers.  The results to this 
statement, depicted in Figure 4.28, show that 51.1 per cent of participants agreed 
with this statement and attest that their managers praise good performance on a 
regular basis while 8.9 per cent of responses strongly agreed with this statement.  
Thirteen per cent of the responses disagreed with this statement and 5.6 per cent 
strongly opposed the idea.  Twenty per cent of the participants remained impartial on 
this statement. 
 
Figure 4.28:  My manager praises good work on a regular basis in our 
department 
4.11.2 I receive a fair and equal salary for the work I do 
The results of this survey item revealed that the majority of participants (40 per cent) 
strongly disagreed with the statement while 17.8 per cent disagreed and indicated 
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that they do not believe they receive a fair and equal salary for the work they do. 
Sixteen per cent of the participants agreed with the statement while 5.8 per cent 
strongly agreed with receiving a fair and equal salary for the work they do.  Eighteen 
per cent of participants remained neutral.  The results are presented in Figure 4.29. 
 
Figure 4.29:  I receive a fair and equal salary for the work I do 
4.11.3 My organisation rewards good performance that encourages me to do 
my best all the time 
This survey item required participants to indicate if the organisation rewards good 
performance that encourages them to do their best all the time.  From the results, 
depicted in Figure 4.30, the majority of participants (26.7 per cent) disagreed with 
this statement and 24.4 per cent strongly disagreed with the view that the 
organisation rewards good performance.  Seventeen per cent of the responses 
agreed with the statement while 5.6 per cent strongly agreed with this statement.  
Twenty three percent of the participants remained impartial and neither agreed nor 
disagreed.   
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Percentage 40 17.8 18.9 16.7 5.8 1.1
Frequency 36 16 17 15 5 1
0
5
10
15
20
25
30
35
40
45
I receive a fair and equal salary for the work I do 
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Figure 4.30:  My organisation rewards good performance that encourages me 
to do my best all the time 
4.11.4 My manager recognises my contribution to the success of the 
organisation 
In this survey item participants had to specify if they perceive their line managers to 
recognise their contribution to the success of the organisation.  In Figure 4.31, it is 
evident that the majority of participants (45.6 per cent) agreed with this statement by 
acknowledging that their managers recognise their contribution to the success of the 
organisation while 6.7 per cent strongly agreed with this statement.  Eighteen per 
cent of the participants disagreed and 5.6 per cent strongly disagreed.  Twenty two 
percent remained neutral on this statement.   
 
 
Strongly
Disagree Disagree
Neither
agree/disa
gree
Agree StronglyAgree Missing
Percentage 24.4 26.7 23.3 17.8 5.6 2.2
Frequency 22 24 21 16 5 2
0
5
10
15
20
25
30
My organisation rewards good performance that 
encourages me to do my best all the time 
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Figure 4.31:  My manger recognises my contribution to the success of the 
organisation 
4.11.5 Financial rewards are not the only way to recognise and reward my 
contribution to the organisation 
The aim of this survey item was to elucidate if participants approve of non-financial 
rewards as a means to recognise their contribution to the organisation.  Thirty eight 
per cent of the participants agreed that financial rewards are not the only way to 
recognise and reward them while 20 per cent strongly agreed to this statement.  
Seven per cent of the responses disagreed with this statement while 16.7 per cent 
strongly disagreed with the idea of non-financial rewards.  Fifteen percent remained 
neutral on this statement.  The findings are presented in Figure 4.32. 
 
Strongly
Disagree Disagree
Neither
agree/disa
gree
Agree StronglyAgree Missing
Percentage 5.6 18.9 22.2 45.6 6.7 1.1
Frequency 5 17 20 41 6 1
0
5
10
15
20
25
30
35
40
45
50
My manager recognises my contribution to the success of 
the organisation 
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Figure 4.32:  Financial rewards are not the only way to recognise my 
contribution to the organisation 
From the findings it can be inferred that most of the participants perceived their 
rewards and recognition to be effective.  This is supported by a mean score of 3.7.  
Participants working for the organisation for less than one year appeared to be most 
satisfied with their rewards and recognition with a calculated mean score of 3.94. 
4.12 CONCLUSION 
This chapter presented the data as derived from the structured questionnaire.  The 
demographic data revealed that most of the participants were female (96.7 per cent) 
aged between 30 to 40 years (31.1 per cent).  The majority of participants were 
Registered Nurses (47.8 per cent) and worked for the organisation for 1 to 3 years 
(35.6 per cent). 
Ninety two per cent of the participants demonstrated an acceptable level of 
understanding of the concept employee engagement.  The overall degree of 
employee engagement was found to be 63.7 per cent (favourable responses).  
Participants appeared to be indifferent on the five facilitators of employee 
engagement although the age group of older than 60 years consistently leaned 
towards being more supportive of the presence of these five facilitators in the 
workplace. 
In chapter five, the results obtained from the empirical component of this research 
study and the findings from the literature review will be combined to arrive at the 
Strongly
Disagree Disagree
Neither
agree/disa
gree
Agree StronglyAgree Missing
Percentage 16.7 7.8 15.6 38.9 20 1.1
Frequency 15 7 14 35 18 1
0
5
10
15
20
25
30
35
40
45
Financial rewards are not the only way to recognise and 
reward my contribution to the organisation 
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overall conclusions.  The chapter will also put forward recommendations for 
enhancing the level of employee engagement. 
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CHAPTER FIVE 
CONCLUSIONS, LIMITATIONS AND RECOMMENDATIONS 
5.1 INTRODUCTION 
In chapter four the data from the empirical component of the research study was 
analysed and the findings were presented using mainly tables and bar graphs.  The 
chapter reported on the nature and extent of employee engagement among nursing 
employees as well the exploration of the identified facilitators of employee 
engagement. 
The aim of this chapter is to arrive at inferences about the study population and 
make recommendations on employee engagement practices that will facilitate higher 
levels of employee engagement.  
5.2 MAIN CONCLUSIONS 
The primary objective of this research study was to explore and describe the nature 
and extent of employee engagement to delineate the main facilitators of employee 
engagement among nursing employees working in private healthcare.  The primary 
and secondary objectives were successfully reached through integration of the 
theoretical overview with the findings from the collection and analysis of data 
gathered by means of a structured questionnaire that was completed by nursing 
employees working in one of the private hospitals in the Nelson Mandela Metropole.   
5.2.1 Understanding of Employee Engagement 
Despite the lack of consistency in the definition and application of employee 
engagement across fields (Schneider, Macey, Barbera and Martin, 2009; Shuck, 
Rocco and Albornoz, 2010; Shuck 2011; Fairlie, 2012), it has been defined as a 
distinct and unique construct that consists of cognitive, emotional and behavioural 
components that are associated with individual role performances (Saks, 2006; 
Shuck and Wollard, 2010; Shuck and Herd, 2012).  Derived from the data analysis, it 
was possible to establish that 92.4 per cent of the participants demonstrated an 
acceptable level of understanding related to the concept, employee engagement.  
This positive finding is encouraging in that the majority of participants could identify 
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with some of the characteristics of an engaged employee and validated that 
employee engagement consists of a cognitive, emotional and behavioural 
component that steer employees towards desired organisational outcomes. 
5.2.2 Degree of Employee Engagement 
The Gallup Q12 survey, which is designed to measure employee engagement, was 
adapted and used to explore and describe the nature of employee engagement as 
well as to determine the degree of employee engagement among nursing employees 
working in private healthcare.  From the analysis of the Gallup Q12 survey items, the 
researcher inferred that 63.7 per cent of the participants were engaged at work.  In 
other words, 36.3 per cent of the participants are either underperforming or actively 
undermining their work.  According to Forbringer (2002:2), the engagement index 
slots people in to one of three categories namely, engaged, not engaged and 
actively disengaged.  Engaged employees work with passion and feel a profound 
connection to the organisation.  They drive innovation and move the organisation 
forward.  The not engaged employees are essentially “checked out”.  They are 
sleepwalking through their work day in that they are putting in the time, but not 
enough energy or passion into their work.  Actively disengaged employees aren’t just 
unhappy at work, they are busy acting out their unhappiness.  Every day these 
workers undermine what their engaged co-workers accomplish.  The engagement 
index provide an overall degree of employee engagement but in order to understand 
what facilitates engagement or disengagement, an analysis of each of the Gallup 
Q12 survey items are necessitated and are discussed numerically. 
Statement 1 refers to a basic employee need of understanding what is expected of 
them at work.  The research sample was drawn across departments and disciplines 
in the hospital and 93.3 per cent of the participants indicated that they understand 
what is expected of them at work regardless of their department and/or discipline 
within the hospital. 
Statement 2 measured if the organisation is providing the necessary materials and 
equipment to employees to perform the work.  The majority of participants (80 per 
cent) affirmed that the organisation provide the necessary resources for them to do 
their work.   
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Statement 3 assessed if the organisation provides opportunities for employees to do 
what they do best ever day and 71.1 per cent of the participants responded in favour 
to this statement reflecting on the passion and energy they put into their work.  Close 
to 30 per cent of the participants indicated that they feel they could be doing work 
which is more suitable for them in the organisation.   
Statement 4 evaluated if good work is recognised and/or praised.  Although the 
majority of participants (47.8 per cent) responded positively to this statement, a 
significant number of participants (42.2 per cent) rejected this statement.  
Recognising and rewarding good performance is central to creating an environment 
where employees feel they make a valuable contribution to the team/organisation. 
Statement 5 explored whether participants felt that they are cared for at work.  Sixty 
four per cent of the participants feel that someone at work cares while close to 40 
per cent responded not in favour of feeling cared for at work.  Employee well-being is 
an important contributor to productivity and every employee should feel that 
someone cares about them at work. 
Statement 6 reflects on whether participants’ development is encouraged at work.  
While 70 per cent of the participants are encouraged to develop themselves at work, 
nearly 30 per cent of the responses denied feeling that there is enough focus on their 
development at work.  Training and development of employees can serve as an 
additional lever for enhancing employee engagement and commitment among 
employees. 
Statement 7 evaluated if participants perceived their opinions to count at work.  With 
more than half of the participants (60 per cent) feeling that their opinions do not 
seem to count at work, a concerted effort towards obtaining the employees input in 
decision-making should be considered.   
Statement 8 assessed if the mission/purpose of the organisation make participants 
feel that their job is important.  Almost forty percent of the participants responded 
unfavourably to this statement.  It is important for the leadership of the organisation 
to set and communicate an inspiring vision and being able to translate the 
organisational direction into people context.  Employees should understand how their 
work influence and relate to the mission/purpose of the organisation. 
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Statement 9 dealt with perceptions of quality work by the participants’ colleagues.  
Although the majority of participants (61.1 per cent) indicated that they felt their 
colleagues are doing quality work, nearly 39 per cent responded negatively to this 
statement or remained impartial.  This finding is disturbing as the core business of 
the organisation is dealing with and treating sick people.  Poor quality standards 
impact on engagement in that employees rely on each other to reach 
departmental/organisational objectives. 
Statement 10 reflects if participants have a best friend at work.  Only 40 per cent of 
participants indicated that they have a best of work.  For the rest, it appears that 
there is a lack of effort for interaction among colleagues to create relationships of 
trust at work. 
Statement 11 examined if participants received feedback on their progress at work.  
Less than a third of the participants indicated that they did not receive any form of 
feedback on their progress during the past 6 months.  Despite this small number, the 
importance of regular contact to discuss progress cannot be ignored in view of a 
more engaged and productive workforce. 
Statement 12 assessed which participants had opportunities to learn and grow at 
work in the last 12 months.  The majority of participants (70 per cent) acknowledged 
that they have had opportunities to learn and grow.  As discussed earlier in this 
section, training and development could be used as leverage to promote employee 
engagement and commitment. 
Even though various personal and organisational elements are described in literature 
as possible facilitators of employee engagement, five main facilitators were selected 
for this research study (See Figure, 2.11, Chapter 2).  The facilitators that were 
selected are leadership behaviours, working environment, communication, training 
and development and rewards and recognition.  The most significant findings related 
to these facilitators are summarised in the following subsections. 
5.2.3 Leadership Behaviours  
The results revealed that almost half of the participants indicated that the 
organisation’s leadership did not inspire confidence and does not support the 
employees.  Sixty per cent of participants supported the organisation’s vision by 
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claiming that it motivates their performance.  Another significant finding is that less 
than half of the participants proclaimed to trust the organisation’s leadership in taking 
the company forward.  In addition, only 40 per cent of participants perceived the 
organisation’s leadership as visible and transparent in their decision-making.  An 
encouraging finding was that the majority of participants (70 per cent) felt that their 
line manager demonstrates a genuine belief that they are important to the 
organisation.  These findings are significant and require progressive improvement to 
facilitate employee engagement among nursing employees.  A critical element in 
building confidence, motivating performance and increasing employee engagement 
is having people at the top who inspire belief in the organisations future (Wiley, 
2010:47).  Sanchez and McCauley (2006:45) emphasise that there should be visible 
and transparent management involvement with both the customers and employees 
and leadership should make the connections between strategy and process that will 
aid employees in seeing the bigger picture.    
5.2.4 Working Environment 
From the data it was established that almost sixty per cent of the participants had 
control over their work while only half of the participants indicated that they are part 
of the decision-making process in matters that relates to their work.  The majority of 
participants (63.3 per cent) experienced that they are treated with respect at work.  
The findings of concern indicate that only 30.1 per cent of the responses 
acknowledged that they have enough time to complete their work to the best of their 
abilities while more than 50 per cent of the participants failed to agree that they have 
a work-life balance.  The findings prove to be significant and warrant the 
implementation of measures to reduce the demands on the employee’s resources.  
Bakker (2011:266) explains that job resources such as social support from 
colleagues, performance feedback, skill variety, autonomy and learning opportunities 
are positively associated with engagement.  Job resources refer to those physical, 
social and organisational aspects of the job that may reduce job demands and the 
associated physiological and psychological costs, be functional in achieving work 
goals and/or stimulate personal growth, learning and development. 
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5.2.5 Communication 
The results from this section of the questionnaire revealed that the majority of 
participants feel that their line managers encourage open, two-way communication 
and that feedback sessions occur on a regular basis their departments.  In addition, 
most participants indicated that they perceive their line managers as really listening 
when they are communicating with them.  Apart from the positive reflection on the 
communication abilities of line managers, the results also identified areas for 
improvement.  Less than half of the participants agreed that the organisation’s 
leadership communicates by clear and honest communication while only about 50 
per cent of responses supported the view that leadership’s communication is in 
keeping with their actions and behaviours.  Lockwood (2007:5) argues that clear, 
consistent and honest communication is a key management tool for effective 
employee engagement.  Thoughtful communication strategies promote employee 
engagement by keeping the workforce energised, focused and productive.  Such 
strategies are critical to long term organisational success.  Moreover, strategic and 
continuous communication lends credibility to the organisation’s leadership.  
5.2.6 Training and Development 
The data displayed that 83.3 per cent of participants agreed that all new 
appointments go through an orientation and induction programme in their 
department.  Although most of the responses indicated that the organisation invests 
the time and money in the development of employees to improve service delivery, 
almost 40 per cent perceived that not enough is done in order for them to improve 
their abilities.  Almost two thirds of the participants indicated that the training they 
received helped them to respond and adapt to change while 67.8 per cent of 
participants acknowledged that the organisation is known for training and developing 
its employees.  As a result of the training and development, 70 per cent of 
participants indicated that it contributed towards their self-confidence in doing their 
work.  Joshi and Sodhi (2011:173) explain that work situations have totally changed 
over past years and in today’s globalised environment, the demand for highly 
educated employees and cutting edge knowledge has become a source of 
competitive advantage.  The discussion continues around the pivotal role that 
training and development occupies in engaging employees and these authors state 
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that the focus of training should be two-tiered.  Firstly, all employees must be 
exposed to the organisation’s strategic focus and ideology and secondly, it needs to 
be individual based but preceded by an analysis of competency assessment and 
training needs. 
5.2.7 Rewards and Recognition 
The data revealed that only 60 per cent of the participants agreed that their manager 
praises good work on a regular basis.  In addition, only 22.3 per cent of the 
participants perceived their salary to be fair and equal for the work they do while 23.4 
per cent acknowledged that the organisation rewards good performance that 
encourages them to do their best all the time.  Almost 50 per cent of the participants 
failed to agree that their manager recognises their contribution to the success of the 
organisation.  Rewards and recognition for work is postulated as an important 
facilitator of employee engagement.  Inappropriate or insufficient rewards are not 
only limited to financial rewards but more importantly is the lack of social rewards 
where hard work is not recognised by line managers.  Recognition from others is 
closely related to personal accomplishment and/or professional efficacy (Freeney 
and Tiernan, 2009:1558).  While competitive salary packages and cash bonuses are 
not in themselves engagement drivers, they should not be so non-competitive that 
they are demotivating.  Recognising individual and group performance in tangible 
and immediate ways enhances an employee’s sense of organisational support 
(Sanchez and McCauley, 2006:45).   
5.3 GUIDELINES TO PROMOTE EMPLOYEE ENGAGEMENT 
Organisations that apply an employee-centric approach to their engagement 
practices and engage employees where they are, will win.  Employers should 
consider a different question in solving the engagement equation, not “What should 
we do to engage employees?” but rather “What do employees need in order to be 
engaged?”  The engagement equation is about my career, my recognition, my desire 
to work for the best, my connection to the company and my performance, my pay 
and my work (Hewitt, 2012:19).  To improve and drive a holistic engagement 
strategy, organisation should consider the following guidelines. 
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• Create a culture of engagement through leadership that is, leaders who are 
serious about employee engagement through having a positive impact on 
employees’ motivation to say great things about the company, to stay involved 
and to go above and beyond the call of duty. 
• Focus on what matters most and where there is the greatest opportunity for 
improvement for example, organisations will get the highest return on investment 
in employee engagement efforts by focusing on the facilitators that have the 
highest impact, opportunity for improvement and likelihood of movement.  A one-
size-fits-all strategy will likely not be effective. 
• Recognise employees’ efforts and performance because in today’s environment, 
where organisations are pressurised for efficiency gains, employees appreciate 
and are motivated by recognition, often simple feedback from the manager for 
doing a good job.  Employees are motivated by nonmonetary recognition, an 
important factor for employers to keep in mind. 
• Connect with your employees and communicate and promote organisational 
reputation at every opportunity.  Employees continue to be engaged when their 
organisation remains focused on strategies to be successful in the current 
environment, and in particular when organisations link employees’ everyday 
activities to the strategic imperatives of their organisation.  Or even more 
importantly, when organisations link employees’ activities to the mission that give 
meaning and purpose.  Employees want to work for companies that manage 
performance in a strategically aligned manner and that are known as good 
organisations to work for.  This represents a significant opportunity for 
organisations to improve the frequency, effectiveness and relevance of their 
communication to employees. 
• Create employee growth opportunities because in a contracted job market, 
employees are increasingly looking to their current employers for job enrichment 
opportunities.  Employers should develop more creative or less traditional growth 
opportunities and help employees re-navigate expectations around development 
that supports business needs for example, lateral moves, special assignments 
and cross-functional training.   
• Select employees predisposed to engagement by identifying the personal traits 
and characteristics of engaged employees.  Assess potential employees for the 
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traits that will most likely lead to engagement in addition to the requisite 
knowledge, skills and ability. 
• Organisations have significant opportunity to communicate a clear career path, 
prepare employees for the next level and provide lateral growth opportunities for 
key employees.  It is important to note that the line manager is the owner of this 
critical engagement facilitator of career opportunities. 
• Employees need feedback and positive reinforcement to consistently go above 
and beyond.  Recognising this extra effort employees have given in a tough 
business climate will pay dividends and it is often at no cost to the organisation. 
• Employees join organisations that have a reputation as a best employer.  They 
are also engaged by working for a best employer and want to be part of a winning 
team.  Organisations should offer employees a compelling value proposition 
backed by a set of total rewards and work experience that is not easily replicated 
anywhere else. 
• Effective and engaging communication resonates with the employee in rationally, 
emotionally and behaviourally relevant ways.  This means messages from 
leadership about business objectives, changes that are occurring and what is 
required of employees need to put the employee at the centre of the story.  
Corporate communication is the primary connection point between the majority of 
employees and executive leadership. 
• Effective performance management is a mechanism that translates business 
performance objectives into set, focused individual objectives that enable true 
employee effectiveness.   
• Pay as much as you can afford even if it is more than what other companies pay 
for similar work and provide as much as possible in the line of benefits as what 
you can afford even if it is more than the average of other companies. 
 
5.4 LIMITATIONS 
The researcher developed the data collection instrument and the measurements 
used were supported mainly by the face validity conferred by experts and 
colleagues.  There is the likelihood that a minority of the questions could have 
induced a certain response.Participants were working in one of the private hospitals, 
located in the Nelson Mandela Metropole, which is owned and managed by one of 
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the private healthcare groups operating in South Africa.  The findings, therefore, 
cannot be generalized to other nursing employees in other private hospitals or 
provinces.  Interaction among participants may have influenced the responses of 
participants.  Therefore, a clouded reflection of the true nature and extent of 
employee engagement may pose problems when drawing conclusion from the data.  
Despite a satisfactory response rate, only 90 questionnaires were included for 
analysis from 99 questionnaires that were distributed, therefore, the researcher is 
unable generalize the findings to the study population. 
 
5.5 RECOMMENDATIONS  
This research study can be duplicated to serve as comparison between the 
approaches and differences to employee engagement practices in private hospitals 
in other provinces as well as public health institutions.  The opportunity exists to test 
the relationship between the facilitators of employee engagement and business 
outcomes in private healthcare to accurately quantify the benefits of employee 
engagement to overall business success.  Further research that will identify the most 
suitable management style for engaging nursing employees would make an 
invaluable contribution to the knowledge of both academic and practitioner.   
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Annexure A:  Participant Informational Letter 
DEAR PARTICIPANT 
I am currently conducting an exploratory research study to determine the nature and extend 
of employee engagement among nursing employees working in private healthcare.   
You have been selected as part of a sample of nursing employees working in a private 
hospital to participate in this study. By participating in this research study you will help the 
researcher to gather useful information about employee engagement. 
The research is confidential, which means the researcher will not reveal your personal 
information and only group data will be reported. Your identity will not be revealed at any 
time. Participation in this study is entirely voluntary. There are no foreseeable risks or costs 
to the persons who participate in this research study. You may withdraw at any stage of 
participating in the study. 
Your contribution will be valuable in conducting the study. The findings of the survey will be 
made available to you when completed. In order to ensure the accuracy of the research 
results the researcher would greatly appreciate it if the questionnaire could be completed 
before your shift ends. 
If you have questions about this study or concerns about participation, please contact:  Ryno 
van Jaarsveld (researcher):  083 716 2787. 
 
 
………………………………………… 
Thank you for your co-operation. 
Ryno van Jaarsveld  
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Annexure B:  Participant Consent Form 
DEAR RYNO VAN JAARSVELD 
I have received a copy of the information sheet and agree to participate in this study on 
employee engagement among nursing employees working in private healthcare. 
I have been assured that my participation is entirely voluntary, and that my identity will not 
be revealed during presentation or publication of the study results. 
I am furthermore aware of the fact that I may withdraw from continued participation at any 
stage during the study. 
I hereby freely consent to take part in the research project. 
 
 
 
____________                                                                                     ___________________ 
Date                                                                                                          Participant Signature 
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Annexure C:  Request to Conduct Research 
  
 
26 August 2012 
Nursing Service Manager  
_____________________Hospital  
PORT ELIZABETH  
6000  
 
Dear Mrs ___________, 
 
PERMISSION TO CONDUCT A RESEARCH STUDY  
I am a registered student at the Nelson Mandela Metropolitan University’s Business School 
and I am currently completing my Master’s in Business Administration (MBA).  One of the 
requirements in fulfilment of this degree is to conduct a research study on a management 
related topic.  I hereby request permission to conduct a research study in your healthcare 
establishment, entitled ‘An exploratory study on the facilitators of employee 
engagement in private healthcare’.  The focus of the research study is to explore and 
describe the nature and extent of engagement among nursing employees and to elucidate 
management practices that will promote higher levels of employee engagement.  The study 
will be conducted under the supervision on my research supervisor, Professor Dave Berry.  
The participants will be required to complete a structured questionnaire exploring important 
facilitators of employee engagement. Participation in research study will be voluntary and 
participants can withdraw at any time during the study.   In addition, I would like to assure 
you that all ethical principles will be maintained throughout the study.  A copy of the research 
findings will be made available, if required, for dissemination in your institution.  
 
Should you have any queries, please do not hesitate to contact me on the above stated 
contact details. Alternatively you can contact my supervisor at 041-504 3831.  
 
Yours sincerely  
 
Ryno van Jaarsveld 
Student number:  207025365 
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Annexure D:  Permission Letter to Conduct Research 
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Annexure E:  Questionnaire 
QUESTIONNAIRE TO EXPLORE AND DESCRIBE THE NATURE AND EXTEND 
OF EMPLOYEE ENGAGEMENT AMONG NURSING EMPLOYEES WORKING IN 
PRIVATE HEALTHCARE 
Please complete the following questionnaire to explore and describe the nature and extend 
of employee engagement among nursing employees working in private healthcare.  Where 
indicated, please mark the relevant answer to indicate your responses, for example:  
A. I love chocolates  
B. I dislike hamburgers  
C. I enjoy fruits and vegetables X 
D. Breakfast cereal is healthy  
E. I prefer roasted potatoes to deep fries  
 
THANK YOU FOR YOUR TIME AND COOPERATION 
 
Ryno van Jaarsveld                                           Contact details: 
Master’s in Business Administration (MBA) Student                               Cell:  083 716 2787 
Nelson Mandela Metropolitan University 
Business School 
 
A reference number will be allocated to this questionnaire, therefore your name will not 
appear on this questionnaire and its contents will remain confidential. 
 
 
REFERENCE NUMBER 
 
 
 
ALL INFORMATION IS CONFIDENTIAL 
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SECTION A:  DEMOGRAPHIC DATA 
Please indicate your gender by marking appropriate response with a “X” 
M
al
e 
Fe
m
al
e 
1. Gender   
 
Please indicate your age by marking 
appropriate response with a “X” 
20
 –
 3
0 
ye
ar
s 
31
 –
 4
0 
ye
ar
s 
41
 –
 5
0 
ye
ar
s 
51
 to
 6
0 
ye
ar
s 
O
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th
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 6
0 
ye
ar
s 
2. Age      
 
Please indicate your nursing category within the 
organisation by marking appropriate response with a “X” 
R
eg
is
te
re
d 
N
ur
se
 
En
ro
lle
d 
N
ur
se
 
A
ss
is
ta
nt
 
N
ur
se
 
C
ar
e 
W
or
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r 
3. Nursing category     
 
Please indicate your length of service 
within the organisation by marking 
appropriate response with a “X” Le
ss
 
th
an
 1
 
ye
ar
 
1 
to
 3
 
ye
ar
s 
4 
to
 6
 
Ye
ar
s 
7 
to
 1
0 
Ye
ar
s 
11
 to
 1
5 
ye
ar
s 
M
or
e 
th
an
 1
5 
ye
ar
s 
4. Length of service       
 
SECTION B:  UNDERSTANDING OF EMPLOYEE ENGAGEMENT 
Please indicate if you agree or disagree with each of the following statements 
regarding employee engagement by marking the most appropriate response with 
a “X” Tr
ue
 
Fa
ls
e 
1. An engaged employee is willing to go the extra mile for the customer or 
employer 
  
2. Experiences at work influence employee engagement   
3. Employee engagement is my responsibility as an employee   
4. To be engaged means to be aware of important business issues affecting my 
organisation 
  
5. Employee engagement is defined as the cognitive, emotional and behavioural 
state of employees directed towards desired organisational success 
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SECTION C:  DEGREE OF EMPLOYEE ENGAGEMENT 
Please indicate to which extend you agree or 
disagree with each of the statements regarding 
employee engagement by marking the most 
appropriate response with a “X”  S
tr
on
gl
y 
di
sa
gr
ee
 
D
is
ag
re
e 
N
ei
th
er
 
ag
re
e 
no
r 
di
sa
gr
ee
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
1. I know what is expected of me at work      
2. I have the materials and equipment I need to do 
my work effectively 
     
3. At work, I have the opportunity to do what I do 
best every day 
     
4. In the last seven days, I have received 
recognition or praise for doing good work 
     
5. My manager or someone at work seems to care 
about me as a person 
     
6. There is someone at work who encourages my 
development 
     
7. At work, my opinions seem to count      
8. The mission/purpose of my company makes me 
feel my job is important 
     
9. My colleagues are committed to doing quality 
work 
     
10. I have a best friend at work      
11. In the last six months, someone at work has 
talked to me about my progress 
     
12. In the last year, I have had opportunities at work 
to learn and grow 
     
 
SECTION D:  LEADERSHIP BEHAVIOURS 
Please indicate to which extend you agree or 
disagree with each of the statements regarding 
leadership behaviours by marking most appropriate 
response with a “X” St
ro
ng
ly
 
di
sa
gr
ee
 
D
is
ag
re
e 
N
ei
th
er
 
ag
re
e 
no
r 
di
sa
gr
ee
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
1. My organisation’s leadership inspire confidence 
and support employees 
     
2. My organisation’s leadership has a motivating 
vision 
     
3. I trust my organisation’s leadership      
4. My organisation’s leadership is visible and 
transparent in decision-making 
     
5. My manager demonstrates a genuine belief that I 
am important to the organisation 
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SECTION E:  WORKING ENVIRONMENT 
Please indicate to which extend you agree or 
disagree with each of the statements regarding 
working environment by marking the most 
appropriate response with a “X” St
ro
ng
ly
 
di
sa
gr
ee
 
D
is
ag
re
e 
N
ei
th
er
 
ag
re
e 
no
r 
di
sa
gr
ee
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
1. I have control over my work      
2. I am part of decision-making in matters that 
relates to my work and I am encouraged to use 
my thinking skills 
     
3. I have enough time to complete my work to my 
best abilities 
     
4. At work I am treated with respect      
5. There is balance between the time I spent at work 
and the time I spent at home 
     
 
SECTION F:  COMMUNICATION 
Please indicate to which extend you agree or 
disagree with each of the statements regarding 
communication by marking the most appropriate 
response with a “X” St
ro
ng
ly
 
di
sa
gr
ee
 
D
is
ag
re
e 
N
ei
th
er
 
ag
re
e 
no
r 
di
sa
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ee
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
1. My organisation’s leadership communicates by 
clear and honest communication 
     
2. My manager encourages open, two-way 
communication in our department 
     
3. Leadership’s communication is in keeping with 
their actions and behaviours 
     
4. In my department, we have regular 
meetings/feedback sessions on important aspects 
of the organisation 
     
5. My manager really listens to me when I 
communicate with him/her 
     
 
SECTION G:  TRAINING AND DEVELOPMENT 
Please indicate to which extend you agree or 
disagree with each of the statements regarding 
training and development   
St
ro
ng
ly
 
di
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gr
ee
 
D
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e 
N
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th
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ag
re
e 
no
r 
di
sa
gr
ee
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
1. In my department, all new appointments go 
through an orientation and induction programme 
     
2. My organisation invests the time and money in 
my development to better the service I deliver 
     
3. In my organisation, continuous training helps us 
respond and adapt to change quickly 
     
4. My organisation is known for training and 
developing employees 
     
5. Training provided by my organisation develops 
my self-confidence in doing my work 
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SECTION H:  REWARDS AND RECOGNITION 
Please indicate to which extend you agree or 
disagree with each of the statements regarding 
rewards and recognition by marking the most 
appropriate response with a “X” St
ro
ng
ly
 
di
sa
gr
ee
 
D
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re
e 
N
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th
er
 
ag
re
e 
no
r 
di
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gr
ee
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
1. My manager praises good work on a regular 
basis in our department 
     
2. I receive a fair and equal salary for the work I do      
3. My organisation rewards good performance that 
encourages me to do my best all the time 
     
4. My manager recognises my contribution to the 
success of the organisation 
     
5. Financial rewards are not the only way to 
recognise and reward my contribution to the 
organisation 
     
 
Thank you for your time and cooperation in completing this questionnaire.  Please place the 
completed questionnaire in the envelope provided and hand to shift leader. 
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